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A SYSTEMS APPROACH TO THE DEVELOPMENT OF PUPIL PERSONNEL
SERVICES ‘

INTRODUCTION

The demand for accountability in education has led to an increasing
interest in systems approaches to the planning and development of educa=
tional programs. The essence of a systems approach is to orient planning
around pre-stated goals with program functions linked directly tc tha
attaiﬁmeﬁtlaf these goals and with evaluative data fed back into the
system for the purpose of altering goals and/er pragraﬁs for maximum
effectiveness. A second major aspect of the systems approach is the
concern for comprehensiveness in planning. This means that any system
is understood in its relation to larger systems and to smaller subsystems.
Thus, no part of a system operates in isolation from other parts and both
the operation of the parts and how those parts relate to each other and
to larger systems is underatood in the planning, Any educational system,
therefore, that wants to hold itself accountable for its accomplishments
or lack thereof needs to take gcﬁe kind of systems approach to planning
and evaluation, | |

While considerable effort has gone into the development of perform-
ance gbjectiveg in a wide vafiety of curricular areas and levels, and
into impruvéd planning for the delivery of iﬁstructianai gervices, there
has been relatively little development of pupil perscnnel services slong
‘systems lines. At the game time there ﬁas been a considerable ghift of
emphasis within pupil personnel toward the central task of learning

. around which school systems are organized, The need, therefore, to in-



tegrate thege services into the related instructional subsystems of the
school is of great importance,

In addition to this need to integrate pupil personnel services
more closely to insﬁrugtign, there is the caﬁsidéfable difficulty of
establishing a basis for accountability vwhen servicea are largely
geared to meeting more affective than cognitive student needs. Indeed,
there are few goals for pupil personnel services that can adequately be
me{ by thege sgservices alone. Accountability for meeting these goals
must somehow be shared with other subsystems in the Eﬂucatianal enter-

- prise, instruction being only the major one.

This préjé:t was conceived as an effort to meet the need for ex-
ploring the feasibility of a systems approach to pupil personnel ser-
vices in the context of an entire school system. The grant farrthig

undertaking was made for the ﬁﬁfﬁﬁ%é'@f planning, rather than implementa-
tion, and this report reflects the results of this planning effort.

Project Sage (Systems Approach to Guidance and gﬁucatian)!itself
followed a aystems model., However, in applying the model (Figure 1)
specifications had to be adapted to the génsttaints of our situation
and this led to a number of variations in what was done. In process
the concept of what we were working toward was also altered. The net
result of this somewhat experimental, trial and error, approach did
Eﬁsﬁlerus to idéntifyrsgme modifications in certain procedures that
were not actually used in our planniég;

In order to maximize the value of tﬁis report, therefore, we are
presenting the report in two parta. The first part will describe in
gome det§i1 thervariaus steps in the entire sygt&ﬁs pianning model

[]ihz‘ﬁhieh we worked out in the course of the project year, This model

IToxt Provided by ERI
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incorporates procedures that were developed elsewhere but which are
directly applicable to this type of planning. The model also reflects
the improvements that we were able to identify after some less success-
ful procedures were first tried, In effect, then, this model represents
a combination of procedures that were actually utilized and procedures
that represent modifications of what was actually done in our local
planning. In that sense, the model is more "ideal" than what we actually
tried out.

In order for readers to see how the model was applied, however, the
second part of the report will describe what was actually done during
the course of the yéar, including presentations of most of the data that
were collected, It will be evident how the 'real 1life activity" varied
from the systems model we are presenting.

The purpgsergf this report is to enable other systems to carry
out the planning function for guidance or pupil personnel services by
following a systems approach. Oar own efforts to simulate or test
thege planning procedures have enabled us to develop sufficiently de-
tailed specifications to smable others to follow the same approach or
to adapt the approach readily to local needs and resources. The second
part of the report will contain most of the iliuétrativé material.

Where procedures have been incorporated from cther'acurags, the
reference to thosge sﬁurces will be cited. We recommend that thg in-
terested reader refer directly to thése sources for further detail,

The report will contain a general list of useful references to which

~ any user of the systems approach will want to refer for detailed in-



formation on certain procedures. Our effort here has been to bring
gome of these varying approaches together in one integrated systems
model,

THE SYSTEMS MODEL

The systems model for program development that evolved from our
project is shown in Figure 2. This model esgentially established a
set of interrelated procedures whizh,gwhen carried out sequentially,
represent a systems approach to the planning, implementation, and
evaluation of pupil personnel services. Obviously, however, the model
can be applied to the development of other educational systems,

The model shown in Figure 2 was developed by combining elements
of similar exigting models, such as the one shown in Figure 1, and
from the experiential learning on the project during which we actually
worked through certain aspects of the planning function.

The purpose of this fifét gection of our fépﬂrt; then, is to pro-
vide an operating manual for carrying out the various steps in this-
model, More detailed spécificatigné are provided for some parté of the
umodel than for others. There should be sufficient flexibility in each
straints on time and other rééaurees exist,

One athefigeneral observation should be made clear at the outset.
This model is designed té become an sﬁﬁgaiég operational part of any
pupil personnel program. It is not intended to be a "one-shot" opera-
tion after which the job is done and the model can be retired. Rather,-
the model is intended for comstant recycling, what is known as a "closed

loop system," and shown by the feedback signal path from subsystem 11.0
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to subsystem 1.0. This will keep the syétem dynamic and changing as
new needs are ldentified or as priorities change, or as certain pro-
grams are found to be ineffective,

detailed specifications, iﬂ:ludiﬁg some additional flowcharts, of

each of the 11 subsystems in this model.

NEEDS ASSESSMENT

A needs assessment is éssentiaii§ ;he identification of ciient
demand for services. The needs assegsment model presented herell is
based on decision maker validity. In other words, the needs asseas-
ment data is collected for éecisiaﬁ makers to use in making decisions.
If certain nEEﬂSEEfE to be met by an enterprise they will be met be-
cause decision makers in the enterprise decided on policies and pro-
grams to meet them, The involvement of decision makers throughout
this systems approach will be evident from this report,

Figﬁre 3 represents the needs assessment model, It sgntainsrlz
major operations. As in any of the m@dElE!prSéﬁtEd in this report,
variations are pﬁséible,‘but having a model to depart from makes any

- set of procedures more systematic than it would otherwige be.

1.0 Identify Decision Makers

The system is implemented by whomever is going to take responsi-
bility for conducting the needs assessment. This éauid, of course, be
'sn!impartant decision maker. If so, the list of decision makers would

include the person doing the needs assessment. The list should be ag

lAdapted from a model developed by Richard T, Coffing, School of Educa-
tion, University of Massachusetts, Amherst, Mass.
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complete as possible, raﬁging from members of the board. of education to
counselors and teachers. They should be identified by name, if in-
dividuals, or by the group if the group makes decisions as a group.

2.0 Priortize Decision Makers

The decision make:s should be ranked from most important to least
important, There is more than one way to consider importance, however,
i the list could be':aﬁked by hierarchical igpartaﬂce, which would put
gomeone 1like the Superintendent of Schools at the top, Or it could be
ranked in order of the timing of need for particular data fﬁhﬁ needs
data fifgt); Or the list could be ranked according to the necessity to
attend to a particular decision maker in order for things Eé happen
most effectively. |

If the list is'prigrtised in more than one way it can be merged
by averaging the ranks or picking off the ranks from the different lists
to establish an gvétall priority, _

In the context of pupil personnel it is possible that the Director,
for aiamplegrwauld emerge as the most important decision maker even
though he would not be thé most important decision maker in.the total
system, This would be a priority based on need for data, The director
may, in fact, be the oné to conduct the needs assessment.

3.0

Identify Clients

The clients to be identified are those of the most important de-

each should be asked, who are your clienta? The obvious assﬁmptiaﬁ

that the clients are the students does not necessarily Elﬁﬂys*hﬂlﬂ.ﬁfuﬁi
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In any case, it is likely that each decision maker will have more than
one set of clients. A complete list should be developed for each
decision maker with whom you will work.

4.0 Priortize Clients

As with the priortization of decision makers, there are several
ways to conceive of priorities. The importance of the client to the
decision maker is the most obvious, The urgeney of attending to certain
clients, i.e, the level of dissatisfaction of certain ;lieats, could be
the basis for priortizing. Or the extent of the decision maker's ig-
norance of the needs of certain clients could be the basis. Clearly,
the‘decisj;n acer can identify and priorrize clients in any meaning-
ful way, Thus, the clients could be "non-college bound students" or
some other specifically defined group.

3.0 Define Domain of Concern

The decision maker is aisg_agked; What is yéur domain of concern?
Here the intent is to have the decision maker(s) with whom you are
working describe the domain or subsystem with which he is most concerned.
This descgiﬁtian should not Le 355q1uteiy complate because that might
tend to box in the clients tuo much when their fespanées are elicited.
But the description shouid 1 ecntissy the major parts of the domain
sufficiently to make it clear what 1s of concern. .

Iﬁ the pupil personnecl sérvices area, for example, the domain of
concern to the decision maker might be the "high school guidance pro-
gram," A description of this domain cught to include the major com=

ponent parts of that domain such as college advising, program planning,



11

counseling, career guidance, ete. The final description must be cleared
with the decision maker,

6.0 Relate Domain to Clients

This is a bridging process to insure that the clients of concern
to the decision maker are directly involved with the domain of concern.
For example, a given decision maker might(iﬁﬂlﬂﬂé gtudents, pareﬁts, and
teachers on his 1list of clients. This decision maker may have more than
Vane domain of concern, but the "guidance domain" would not relate to
the teacher clients as clearly as the "instructlaﬁal damaiﬁ;" Tﬁis
particular operation is in the model primarily to make explicit the need
to clarify the relatlonship between éﬁmain an% Flientsg

7.0 Identify Client Needs

Firgt you establish contact with the highest priority client of
the highest priority decision maker. Furnish the client with the des-
cription of the domain.af concern of the decision maker. Then ask the

-client to imagine the domain in its desired state from his point of
view, What would you desire this domain to be for yourself and others?
This is a general description of the procedure to be fgllaweii

Concretely you must decide how to establish contact with the clients,
If the élients are students, they constitute a graﬁp that acts as indivs
iduals. In this case you would need to sample the grauﬁ and generalize
from the Eamplég In gampling from sﬁch a 1argé;gfaup it is important

*Ehat the sample be as repfesentative as possible - boys and girls;

college and non=college; all grade levels; ete.
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The form of contact is another consideration. The procedures out-
lined here make it feasible to contact a relatively few number of
clients on a one-to-one basis, Fach client may generate a considerable
amount of n&eés data that will be fEEIESEﬁEE;iVE of many other students,
Or the contacts could be made;iﬁismall groups,

There is also the issue of how constrained yéu will make the form

of the responses. By formalizing the general question posed above in

collect much more data from more people Witﬁ grééter effigiénegg How-
evéf, you would lose in richness and diversity. Infafmétian that could.
not be encompassed in the standardized form would be lost. The indivi-
dual contact with a few studenﬁs_can also have other benefits in the
form of communicatin= interest andieancerﬁ for student opinions in a

personal way. In any case, local conditions will dictate somewhat how

- be elicited,

The data elicited needs to be récarded; Careful written notes on
what is said or audio tapes would be two standard ways to record data.
The audio tapes would need to ﬁe transcribed in whole or part for later
use. Generally speaking, if the appfaach is made on an individual or
small group basis as few‘egﬁstraints as possible should be plaged on
how needs afe expressed by the élients.

8.0 Analyze Client Needs

Should the needs data be collected in some standard form such ag

& queationnaire, the process for ahalyzing this data would have been
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built into the questionmnaire. Undoubtedly some simpie counting approach
would be involved., Data collected in the form of notes or zransc:ibed
audio tapes is nandled differently. |
Tnis data should be broken down into a series of unitary sﬁatements,

one statement per line. For example, a client may make the following
statement: ""Well, I'd like to be able to drop into the gﬁidanﬂe office
and talk over personal things that are on my mind when I feel the need.
I also want someone who can give me good information wﬁen I need it or
can tell me where to get information. I want to be given straight ad-
vice on what courses count toward what programs and not be mislead, If
I have a cﬂmplaint abguﬁ the schaai I'd like to be able to get a hear-
iné from the counselor and expect that something will at least be tried
to correct things." This statement would be broken down into a series
of unitary statements like this:

talk over personal things

- get good information from counselors

learn where to get good information

straight advice on courses for éifférent programs

can express cgmpléints about school

can get action on egmpl%iﬂts expressed

This analysis should be checkeé with the client to be sure it is

as campléte ag the client can make it. This process could be carried
out by showing the lists to other clients and asking them to add to the
iist if they feel something 1s missing. This list should eliminate

overlapping or duplicate statements, Just be sure that nothing is left
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out that someone has included.

9.0 Priortize Client Needs

Once a complete list of needs stateménﬁs is completed, the list
should be given to the_élients fér pficrtiziﬁgé- The same considerations
mist Bé made of how many to sample and in what way, However, it may be
easier to prepare a form through which large samples of students could
help establish priorities.

Throughout this systems approach the- ‘process of establishing priori-
ties occurs several times, We have already noted that the decision
makers were priortized. The necessity for this is clear. Every person
and every situation that needs attention cannot usually be attended to
when resources are scarce or at best not unlimited. Clients will have
many different needs bﬁt the school or "damalﬁ of .concern" cannot

-ngcessarily respond to all of those needs, or at least not respond ade-
quately to all of themg

When lists to be pr;nrtl, ed are nét ve:& long or not very complex,
as is a list of decision makers, then some kind of rank ordering is a
good way to proceed., When a list is very long and/or the items to be
ranked are ver? complex then a more absaiute rating scale for each item
can be very useful, Rank arderlng places items on'a list in relation
to each other but ﬂées not indieate how 1mpgrtant a given item may be.

A rating scale can 1dent1fy each item in terms of the degree of impor=-

items, 1In p&actice, of course, some combination of the two pracedures

o 7ay be necessary in order to establish that among many items, all con-

ERIC
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gsidered to be of some importance,.some are more important than others.

important to- least important (or along dimensions of urgency or time),
or each need EQ@ldhEE rated in terms of a scale and the highest rated
needs would become the most important relative to needs rated lower.

A useful rating system we developed utilized a four point scale

‘with the importance of each point on the scale carefully defined.

O

IText Provided by ERIC

RIC

These definitions can be altered to fit the type of items being rated.
In the case of needs the rating scale could be defined like this:

1 - Highest Importance: If this need were not met it would cause

me considerable difficulty and create further problems for me that
would not develop if the need were being met.

2 - Important: If this need were not met I would have difficulty

and possibly further prébiems as a result but not as troublesome as a
failure to meet a #1 need. |
life much better and more effective but I could still cope if it were
not being met gf +1ately., |

é - Ugeful: It wauid be usefui té my life if this need were met,
but if it were not met I would not be caused any real difficulty. In
other words, I could get alang fine without this need being met,

From a large number of such rankings each item on the list could

have an a%erage rank computed (probably to one or two decimals), Clear-'

ly, those needs with average rank of two (2) or less would be the needs

that would be congidered most important:. Many needs statements in a



ligt like this will be found to be interrelated with other needs such
that clusters of important needs can be identified, In any case, what

is important in this step of the needs assessment is to determine which

are the most important needs so that those needs will receive the most.

attention from the decision maker(s).

10.0 Gpe:ati;ﬁa;iga_ﬁ}ient Needg

This stép ié of considerable importance at other points in the
overall system as well as in needs assessment, The procedure involved
is to take the abstract, "fuzzy'" needs statements and,put them in terms
that are directly observable behavigrs or states. The question asked
is: How would I know that need if I saw it?

The details of this procedure will be described under the section
on aperaﬁiﬂnaliging goals, These procedures, however, should essentially
be carried out with the cliéﬁts, In other words, the procedure is ex~

plained to your clients and they do the operationalizing with your help.

Sineé this is a rather time consuming project, you obviously begin with
the most important needs and deal exclusively with them, Shgﬁld there
be time to move to less important needs that is fine.

The procedure of operationalizing is important because needs will
eventually be translated intﬂrébjaétives that must, in turn, be

agsessed as part of an evaluation. To do this requires that there be

gsome behavioral evidence that is observable in order to know whether

If a formal needs assessment is carried out then the.operational-

izing process here can be tied in to the operationalizing of goals
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later as the two will be intertwined in any case.

Since the presupposition of this needs assessment model is rhat
it is being conducted for a decision maker, it is obviously imp?ftaﬂi
to report the data to him. The data, of course, are repc' for the
domain of concern of each decision maker. The decision maker needs to
know what data comes frew what clients, Ultimately, the decision
maker should receive in operationalized form the most important need
of the most important client. The decision maker, it is anticipated,
will then utilize this data to make ‘decisions about poli 1& and prg=
grams in the domain of concern. |

12.0 EvaluaterPrccess

Every System needs evaluative feedback so it één become gelf
correcting. Needs assessment is no different. Your needs assessment
may have "bugs" in it. One way to find this ﬂug, given the assumption
of this model, is to find out how the data were used by the decision
makeri The questions to be asked and analyzed are these:

What decisions were made subséquént to the provision of the data?

What data that were prav1dvdi£re used in making these decisions?

What data that ﬁere providedwere not used in maklng th ese
decisions?

Whét data were not provided but where decisions were made that
could have utilized such data?

The highest possible efficiency and effectiveness of the process

- will be attained if all the relevant decisions utilized all the data



happens, but an evaluarion wi

b=
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. provided, no data was left unused in decision making, and no decisions

were made for which there was no relevant data available. That seldom

il tell you how close you came.

The evaluative process,. involving the decision maker as it does,
can serve to modify the process of needs assessment ag it is conducred

for other decision makers or other clients later.

STATE GOALS

A goal is a statement of integt'qr directionality tgwarﬁ the
attainment of a desired state or condition. Goal statements are.
always broad or abstract, They are necessary and important because
they are a shorthand wayygf pointing toward a.désirable end result,

One charactetistic of goal statements is that they all sound im-
portant. This is é natural consequence of goals being étatements of
desired ends. Tt is likely to follow that if.a goal is not achieved
or nat.achieved effectively then certain unﬁesirabl&rgcﬁsaquences will

occur. Because goals are important, almost by definition, it is im-

‘portant to do something about their attainment, That is where the sub-

sequent steps in our system come in. But first we need to know what
the goals of the enterprise are.
The first thing to be aware of is that ultimately goals are goals

of someone. They are not disembodied abstractions handed down from on

group. In any organization the goals are the goals of the decisidn

maker(s) whether written down or in somebody's mind, In planﬁing, then,



it is iniportant that any set of goal statements for an enterprise or

domain of concern meet with the support and approval of the most im-

L
]

i

portant decision makers im the enterprise.

Gosel statements, of course, ctan originate from any source and
the best sets of goal statements are those that result from the inputs
of many different persons. But if a needs assessment has been con-
ducted, the major source of goal statements can come from an analysis
of needs, A need turned iﬁég a positive statement becomes a goal.
Thus, the need, '"to feel happy and secure," becomes the goal, "feeling
happy and secure."

We are concerned here about goals for an-énterprise and one way
to begin developing such goals (assuming a start from scratch) is te
.ask various feiefant persons to say what their goals are for the
enterprise, ‘Decisian makers are the most important people to ask,
Clients can and should be ésked, althguéh if eclient needs have been
thoroughly assessed goal stateﬁents based on those needs should be
relevant.ta the concerns of the clients,

Esseﬁtially; the process involves collecting a léfge number of
such statements:ﬁf inéentignality, expressed insofar as possible as
outcomes or end results, and then placing éhese statements in a single
list that will be tested for its completeness with the important
decision makers.

The process of goal stating is one that must take the total system

into account in order for the goals to be both meaningful and integrated.
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For example, goals for guidance or pupil personnel services need ‘to be
related to the overall goals of théESShéal system; as well as to the
goals Gé other major subsystems such as curriculum and instruction,
Furthermore, the Spééific goals of the high school guidance program,
for Eéampia, need to be related to the goals of the total guidance
program ét all lévéls.~ If gaéls do not exist for larger related parcs
of the enterprise, then you may need to give attention first to stating
goals for the larger part(s) to which your part is most closely related.
In most cases, this means you need total school system goals to be com=-
plemented by your pupil personnel subgystem goals.

Fortunately, goals do not need to be created from scratch. There
are many existing sets of goal stétementé that -can form the basis for
the statement of goals that will be agreed upon fé::yauf pattgaf the
enterprise, Some of thése'gaals statements will appear in the second
part of this report. What needs to be done to make these gaal state-
ments relevant ta your enterprise is to edit or rewnrd them tnisuit
your needs, or choose selectively from thﬁée availabléf The important
thing in this particular part of the overall process is to come up with
as complete a list as possible since your list will be priortized and
the most important goals identified,

Educational goals have been classified generally into three broad
categories: cognitive (knowing), affective (fealiﬁgj, and psychomotor

(daing).l These categories have provided a convenient way for both

]:R\()laam, Benjamln A Taxonomy of Educational DbJEEthES Longman, Green,
armmmmt Co,, 1956,
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given goal does not address itself to all important areas of human

-

growth in educational se;tlrg

A similar taxonomy has been created for guidance goals and we have
utilized this taxonomy iﬁ building both goals and objectives for
guidance and pupil personnel services, This taxonomy stems frgﬁ the
work of Frank Wéllmaﬁ,rﬁniversity of Missouri, in the fuﬁdéﬁ National
Study of Guidance several years agg.g

Wellman's taxonomy was intended to identify those domains in

_which guidance makes the major contribution. The three domains identi- -

fied were the educational, the vocational, and the social. Within

eagh of these domains goals and objectives are identified by aategarles
that provide for lmmediate, intermediate, and long rangg goals, The e

categories are specified as foltows:

1.0 Pe;egp;ualisatiﬁnﬁgbjgg;;vés; The development of awareness

and differentiations of relevant environmental and self variables.

1.1 Environmental Orier 1tation: Enawleﬁgefand understanding

of educatlgnal vocational, and ggcial opportunities, requirements,
and expectations, |

1.2 Selfraﬁientatiaﬁ: Knowledge and understandings of abilities,
limitations, identiﬁies, feelings, and motivations relevant to educa-
tional, vocational, and social development.

2.0 Conceptuatization Objectives: The prg of analyzing rela-

tionships, maklng predictions, evaluating consequences, and taking

actions relevant to education, vocational, and social goals.

gReprinted in Sullivan and C'Hare, Accountability in Pupil Perscnnel
Services, California Personuel and Guidance Association, 1971,
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2.1 Directional Tendencies: Formulation of decisions and plans,

<

and the development of interests ond value attachments which result in
increasing stability and consistency in movement toward educational,

vocational and social goals.

fin

2.2 Adaptive aﬁé_AdjuggiveﬁBehaviqr: Development of coping

behavior to meet educational, vocational, and social requirements and
expectations.

B,G‘ggnera;isatianal Objectives: The development of a behavior

3.1 Accommodation: The psycheo-social ability to cope with
cultural and environmental demands.

3.2 Satisfaction: The internal self interpretations of environ-

mental transactions.
3.3 Mastery: The congruency of expected or predicted achieve-
ment with external criteria of achievement.
For each of these. categories in each domain Wellman has a general

oal statement. These goal statements are excerpted below and numbered

o

according to the categories given above.

Educational Domain Goals

1.1 For the student to become kmowledgeable about the educational setting
within which he-operates.

1.2 For the student to develop an accurate perception of himself in his
' educational environment.

2.1 For the student to synthesize facts and knowledge pertaining to him-
self and the educational setting into a rational and useful order.
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2.2 For the student to develop adaptive and adjustive behaviors for the
achievement of self and socially derived educational goals,

3.1 For the student to develop and to use consistently effective coping
behaviors in response to educational demands,

3.2 For the student to interpret his schocl involvement as meaningful
and satisfying to him.

3.3 For the student to follow through and complete his long ranze educa-
N _

3.4 For the student to Expe ience personal growth as a result of contin-
ual modification of his ideas, values, and experiences.

Vocational Domain Goals

1.1 For the student to become conscious of the various 'life styleg"
associated with the world of work,

1.2 For the student to develop an accurate perception of himself in
relation to the "world of work."

2.1 For the student to synthesize facts and knowledge pertaining to him-
self and the work world into a rational and useful order.

2.2 For the StudEﬁE to develap an effective organization of work toward
the achievement of occupational goals through develaping adaptive
and adjustive behaviors,

3.1 For the student to commit. himself to his chosen vocation,

3.2 For the student to interpret his chosen vocation as meaningful and
satisfying to him.

3.3 For the student to follow thraugh and complete his long rangs voca-
tional plans.

Social Domain Goals

1.1 For the student to become knowledgeable of the social setting within
which he operates - including such groups as his family, peers, and
gignificant others. .

1.2 For the student to develop an accurate and satisfying perception of
- himself with regards to the social groups with which he affiliates

(family, peers, and significant athers)
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2.1 For the student to synthesize facts and knowledge pertaining to
himself and his social groups into a rational and useful order.
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3.1 For the student to develop and to use consistently effective coping
behaviors in response to the demands of the social groups (family,
peers, and significant atners) with which he affiliates.

3.2 For the student to interpret his involvement in social ac

ivities
(with normative tolerances) as meaningful and satisfying m

o him.

e H‘

3.3 For the student to continue a display of productive social behavior
that is within normative tolerances.

3.4 For the student to experience social growth as a result of continual
mndlf;catlan of his ideas, values, and social experiences,

As should be evident from this list of goals there is aAdevelcp!

mental sequence built into the taxonomy such that if we view a set of

m

goals over the entire span of the school system, K~12, some of these

goals would be inappropriate for some levels, some would need modifi-

cation for certain levels. But they do provide an orderly, rational

set of guidarice goals from which a locally comprehensive statement of
goals could be derived,

PRIORTIZE GOALS

The general approach to the priortization of goals is the same as -

that discussed earlier for priortization of needs. There are a few
,ddit nal considerations here, however, that bear mention ning,
Whereas in the case of needs it was the clients that were asked to

decision maker(s) who
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set the priorities, in
sets the priorities, This is in keeping with our basic assumption that
both what the goals are and what goals are important in an organization

are détérmined'finaliy by the most important decision maker(s).



Of course, the process by which priorities get established in any
organization can include the inputs of maﬁy different people in the
hierarchy. Any given decision maker can choose to accept the priorilics
of those most concerned with a given domain. Certainly the pupil per-
sonnel services staff would have much to say as to what shéulé have
highest priority. But unless the most important decision maker will
accept that priority there will be conflict and difficulty with imple-

mentation.

A

[y

to the method for priortizing, we recommend the rating scale as
the best means for identifying the highest priority goals. Here the

descriptions of the four points on the scale would be altered somewhat.

Here is a suggested scale:

1 - Highest Importance: Bevelgmeﬁt of operationalized objectives,
assessment procedures and criteria, and program plans with full implemen-

tation to be carried out for the coming year,

Development of operationalized objectives, assessment

procedures and criteria, and program(s) should be planned. Implementation

of program and assessment procedures, however, should be contingent on

time and resources available after the effort made on #1 goals. General

I:h

progress in meeting these goals should be informally monitored

3 - Desirable: Operationalized objectives, assessment criteria and

procedures, and program(s) should be developed as time allows. Implemen-

tation will be held up pending the availability of resources,
4 é‘gfeggiz‘ﬁéwfugthér action on these goals to be taken until such
time as they are ei;hgr‘asgigﬁgﬁaaah;g:er priority or until sufficient
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time and resources become available to enable the development of opera-

tionalized objectives, assessment procedures, and programs,
The clear implication of this rating scale is to identify those

goals for which resources - time, money, energy - will be immediately
committed to see that they are attained. In the context of this
systems approach, Ehat means the development of operationalized ob-
Jjectives, assessment procedures, and the programs or tasks through
which the goal will be attained.

Aé many different relevant constituencies as possible should
rate each geal on the list and the ratings averaged for purpgsés

of identifying the highest priority goals. 1f that order of import=-

ance is acceptable to the decision maker(s) involved then the sub-
sequent work can proceed on that basis In the final analysis, only

those goals that are most important to the decision maker will be
worth committing effort to g;nce implementation depends on the de-
cigions that decision makers in. the organization make,
OPERATIONALIZE GOALS

The procedure for operationalizing goals is ‘the same procedure
that you would use to operationalize needs, Simply substitute the
word needs for the ﬁgfd goals in the system that is described below
and you will come out the same way.

Operationalizing goals, sometimes. called goal analysis, is the;
means whereby pe rformance objectives are ﬁriEEEﬁi Any systems
approach must make the leap frém%ahsérazt goals teo §3ffgrmance ob~-

jectives or the system cannot be evaluated. This step thus assumes
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crucial importance in the whole process.

Figure 4 summarizes the process as described by Robert Mager

in his book Goal Analysis (1972). Because of the ready availability

of this resource we sghall only give a summary of the process. Further

details and many illustrations are to be found iﬁrthé book and anyone
undertaking this procedure will find the book an indispensable resource,

From page 72 of Mager's book here is a summary of the process:

Step One: Write down the goal.

Step Two: Jot down, in words and phrases, the performances that,
if achléved would cause yau Lo agree the goal is :
achieved,

te duplications and un-
One and Two for anv re-
s) considered important.

Step Three: Sort out the jottings. Dele
wanted items. Repeat Steps
maining abstractions (fuzzie

Step Four: Write a complete statement for each performance, desg-
’ cribing the nature, quality, or amount you will con-
sider acceptable,

Step Five: Test the statements with the question, If someone
achieved or demonstrated each of these performances,
would T be willing to say he has achieved the goal?
When you can answer yes, the analysis is finished.

This process will obviously result in several performance state-

ments for each goal, no one of which by itself would necessarily repre-

sent the attainment of the goal, but taken together over time the

accomplishment of several of these performances would be a good indi-
cator of goal attainment.

Dpératignaiising goals or wfiting pérfgrmanée gbjéetives is a
team effort. No one person by himself is likely to be able. to produce

enough good petfarmance objectives. But small groups working together

. to pool their wisdom and 1n51ghts can write many good performance ob~-
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" here. Each of the high priority goals can be assigned to a small task

force for operationalizing. The different task forces can then shure

their work for further imnsights from cach of the different Zroups.
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tives so that the most important ones can be planned for and their
accomplishment assessed. Evaluation is so time consuming in itself
that evaluative effort should go to the most important of your ob-
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however, they are few and not easy to locate. Wellman's taxonomy re-
mains the majaf single source of guidénee_abjéctivesi However, these
objectives were developed as a national project, related to a particular
model, and would therefore need further modification and analysis at

the local level. But they do move one or two steps down the abstraction
ladder toward observable behavior and are therefore extremely valuable

as a resource, Some examples of these objectives will be given in the

second part of this report. The complete taxonomy includes behavioral

‘l—l\-
4
m
iy
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objectives and a suggested criteria for assessing each obje

can be found in Sullivan and O'Hare (1971).



The procedures described thus far in the system - conducting a
needs assessment, stating, priortizing, and operationalizing ggais =
represent the initial part of the development of an azccountabilitvy
model for pupil personnel services. These steps will enable you to
define the ends you seek for the pupil éersanﬁellpragrami The steps
that follow now move into the implementation phase and finally

to evaluation before recycling again.

PERFORM FUNCTIONAL/TASK ANALYSIS

Operations 1.0 through 4.0 are intended to produce a statement

Hy

of the ends sought by the pupil personnel program. This next sub-
system (é.D) marks the beginning of a consideration of the means for
attaining the ends that are sought. The operations to be performed
here may, however, be carried on concurrently with the activities of
the first four subsystems.

The purpose of the functional/task analysis is to elarify the
p:esent nature of the oper ati@ns currently being performed. Any pupil
personnel system obviously has functions and tasks that are already
operational. Many, pérhgps most, of these tasks will continue to be
performed in some form in an accountability gystem. Haﬁéver, in
order to determine how pfeéent operations are cgntziﬁgiing to désired
goals, it is necessary to study those operations in a systematic way.

The specifications that follow will help you perform this an alysis.

The question asked in this subsystem is, "What does the pupil
.PEESGﬁﬁEI worker do?" A related question of importance is how much

o . . .
AR\(}EE is spent on each of the functions.
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There are two possible ways to come at this analysis with some

combination of both probably being most useful. The simplest approach
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We differentiate between a function and a task in this way: A
function is a more general des cription of an activity, such as counsel-
ing. A task is a more specific aperatisn? such as providing informa-
tion on colleges. The distinction is not ecrucial and the analysi
overlap both concepts.

In the first approach noted aﬁave, an effort would be made to have

as exhaustive a list as possible and this would really mean getting

out the gpecific tasks that make up the counselor's work. Pupil

personnel workers can be asked to write down everything they do. The

counselors to check on the completeness of -the list, with anything

‘left out added. At this point each counselor can alse indicate the

f time spent on each task.
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In the absence -of a log kept over a period of time, any estimates

activities for an entire year or selected weeks or months throughout
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As an alternative a lengthy llst of typl:al tasks could be compiled
fir and counselors asked tu ciieck off all those they actually perform

and add any that are not on the

ri

Lg

g
ot
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. One good source of counseior

funcrions is the ASCA statement of role and function for secondary and

elementary school counselors. Another approach to the prior listing
of functions comes from the work of Merville Shaw.l! Shaw lists 11

major guidance function (Ean51der;ng individual counseling and group

[l

ounseling separately). They are: individual ounseling, group counsgel~-

]

ing, cgnsultaﬁigﬁ, testing and appraisal, curriculu um development, pro-
vision of information, inasefvieé training, articulation, use of re-
cords, referral, and évaluatiaﬁ and research, This list, of course,

is more broad and does not necessarily encompass every possible activity
that counselors might engage in. Nevertheless, it is comprehensive and

simple and can provide a ready "fix" on where the time is being spent

in a program,.

By asking counselors to assign the proportion of time they spend

over the course of a year on each of these 11 functions it is possible

to develop an analysis of the major thrust or purpose of an existing

e

program. This is possible with the help of the guidance model Shaw has

;.m.

developed that specifies six possible modes of operation for any guid-
ance prggfam,
These six approaches are combinationg of two roles - specialist

lshaw, Mervilié,,sghaﬂl Guidance Systems, Boston, Houghton-Mifflin Co.,
1973 I - - '

RIC
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and generalist - and three purposes - preventive, early identification
and treatment, and diagnosis and treatment. The generalist works
more indirectly through significant others in the clienc's environ-

ment. The specialist works directly with the clients. Preventive

treatment programs are designed to reach just those clients with in-
cipient problems, and the diagnaéis and treatment pfagréms ére just
for those few clients with well develapéd problems requiring longer
term treatment.

Depending on which mode is emphasized in a given guidance pro=
gram, a different ordering éf priorities for the 11 functions will
be required. This ordering can be seen from the chart on the next
page (Figure 5). By comparing the actual ordering of time spent on

the 11 functions as reported by a counseling staff with the ordering

ing the general extent of the population for which the program is
intended.
This information can obviously be related to the goals that have

been stated earlier. For example, the goals may imply the need for

oriented more toward early identification and treatment. Or goals
may call primarily for generalists but the staff is functioning more

~1ike specialists.
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If both the 1f reported list of tasks and the functional analy-
sis based on Shaw's model are used in this fUﬁGtiéﬂﬂl/task anélysis
the amount of useful information for changing the program o make it
more effective will be considerably increased. Some ways in which
this information can be tsed have dlready been alluded to., The next

subsystem will detail some furthe: steps in this analysis.

RELATE FUNCTIONS TO GOALS

Since one major purpose of a systems approach is to bring ends
and means into greater harmony, this subsystem is an important diagnos-
tic step in identifying where ends and means are out of harmony and
where they are in h%rmgnyi The question to be asked here is this:
How is what we are presently doing related to what we say we want to

omplish?

This is essentially a logical process, but thére is one fairly
obvious and systematlﬂ way in ﬁhicﬁ the relationships can be identified.

Using large graph or construction paper con

[

truct a chart with the goals
listed across the top éqd the tasks performed listed down the left side.
Arrange the goals in order of priority from left to f?ght and the tasks
in order of time allotment from top ta-bcttam. This will produce a cell
for each goal and each task.

Since in most cases a given task may contribute to the aﬁtainment

of more than one goal it is appropriate to make a check mark for each

cell in which a givén task and given goal can be properly related. THow-
ever, if the analysis is to be honestly useful, you must avoid stretch-
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ing your logic too much, For each task ask what is the major purpose
for which that tégk is carried out, Then see if that purpose is in-
cluded clearly under one of your gzoals. If so, chéak that goal or
goals. 1If not do not ;ﬁaék any goal.

VThis analysis will tell you several things. It will reveal what
tasks are being performed for which there is no agreed upon goal. It
will reveélrany goals for which there are no related tasks being per-
formed. And it wili inéicatg weak links in relation to time commit-
ments such as large amounts of time devoted to tasks tﬁat contribute
to iny;gne or very few relatively low priority goals and very little
time spent on tasks related to felatively'high priority ggals_ Any-af
this information will hel§ yaﬁ to determine what kinds of changes will
bé needed in.yéur program to allow jau to be aaesuntébla to your goals

" and objectives,

PERFORM METHODS /MEANS ANALYSIS

TEST NEW STRATEGIES. .
IMPLEMENT STRATEGIES

The next four subsystems are closely enough related to make it
easier to describe the operations of all four together in the same
1_éeatian. These four steps essentially involve putting together a pro-
tives spegifie& earlier. Although this involves a lot of complex acti-
vity, space precludes giving more than a geﬁer&l description of the

process,

A mgtthgfmegﬁs analysis is the process of identifying for each




performance objective the possible strategies that might be employed to
accomplish the performance. ‘Ihis will obviously entail a combinaiion

of looking at current strategies (cssentially the previous two opera-

tions - 5.0 and 6.0) and designing new Etrateg;g or improving current
strategies.

The next step is to select from among EﬁEtFEESEPlE;ﬁtfaﬁggiéé those
that seem worth testing and possibly impléménéing. This involves weigh-
ing the advantages and disadvantages of a given strategy as well as
the costs involved, Caét must include not only the éxpense of materials

and equipment but the cost of time and personnel to both develop and

]
i

implement the strategies. These decisions, in turn, should be related
to the priorities assigned to the goals and objectives for which
strategies are being desigied,

s important in order to iron out the bugs

[xX

Testing new strategies

and make some assessment as to the probable effectiveness of the strategy.

In essence this means applying the strategy in a limited way with a small

population rather than ta.fullyiimpiemeﬂt it immediately. Implementation

is the next step after the results of testing have been evaluated.
Assessment or evélu tion must be built into each of these steps.

However, because of the complexity of thé evaluation pracess this will

be discussed in more detail in the next sectinn.

Before proceeding to that section we shall present a suggested pro-

cedure for organizing the operations necessary for these four subaystens

uﬁderrdiscussicni This procedure will also provide for the development

~f tssessment pracédures_
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The procedure is to utilize the '"Methods-Means Worksheets" as shown
on the next page (Figure 6). Each worksheet will have a performance ob-
jective written at the top with a priority assignment. The objective
should ESEEﬁtialiﬁ staie-tﬁe behavioral Gutéam§>désireﬁ for thg specific
target population that will be entered in tﬁe sﬁaae provided,

The specific target population can vary for the same aﬁjectivg as
'ycu work in various parts of the systémf For example, the same objective
may be part of the elementary guidance program as well as the seégndaryi
The specific target populations (e.g. all students grades 1-6) will vary,
as will the selected strategies, but the outcome will be the same (e.g.
‘awareness of occupations).

In the space for operationalized criteria you will list tﬁé kinds
of behavﬁefal observations that will be made in jﬁdgiﬁg whether or not
the performance has béeﬁ attained, Theaeicriteria will also vary accord-
ing to the target papﬁlatigh;

Means for attaining the objective will be listed under "selected
strategies." Since the worksheet ié primarily a place for gathering
data tcgether? it will not be possible to describe the details of a.giVEnl
strategy. But the warkshéets will indicate what needs devglbpment and
this can Ea carried out by individuéls or task fgf;e.cammittees.

In similar faéhi@ﬁg specific assessment procedures (e.g. tests,
rating scales, observations, etc.) can be listed on the.worksheet and
developed latér iﬂ-détail; Obviously, the assessméﬁt procedures must

ERIC
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The worksheets provide a means for organizing a lot of complicated

work on the part of many persons. Groups of counselors can work to-

gether.on sets of objecrtives, each with a worksheet on which lo organ-

ize their ideas;~and submit them to the group for discussion and cdit-
ing. Once agreement is reached on the contents of each part of the

T,

. worksheet a final copy of the wafksheéfaigﬁggegared and distributed to

each person involved.

When objectives have been developed and articulated acrégg an_

‘entire system (e.g. K-12) the worksheets provide a ready means of

communication between levels of the-sysﬁemg Elementary counselors
can see how gbjectives.are béing met bj secondary counselors and vice-
versa. Better articulation of ﬁethgds and meaﬁé can then be possible.
A set of worksheets covering each major objective can become a
kind of operating manual for the pupil personnel staff. Strategies
which need further devélapment of materials or procedures can be worked
and explained (perhaﬁa through in-service training). -Follow-up meetings
on progress and deveiépment during Ehe year become more goal afiénﬁed
with the availability of the warksheaté as a frame of reference for
looking at all or parts of the program. Worksheets are readily revised
and updated, Priorities on abjectiféé.may change, old ijéétives may
be eliminated and new ones added, and sﬁ_ani Each can have its own set
of 5pecifngtigns,é§Eﬁ if there is overlap with other gbjectivesi

In the second part of this report we will present examples of some
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completed worksheets so that each of the operations on the worksheet
will become more understandable. Meanwhile, the final step in the

model will be furthef detailed,

EVALUATION
Evaluation appears as the culmination of the systems model, but
in fact evaluation must be an ongoing part of the entire accaunﬁabiiity

process, The operations involved with evaluation, as we shall detail

This section will explain bfiéfly the nature of these activities and
how they fit into the various parts of the overall model,

Evaluation is a écmpléx pfaceés and in this report we can only
ﬂ»ﬂ“%deal generally ﬁith procedures. The approach’ to evaluation which we

are taking is the same with which we began the needs assessment, namely

that the purpose of evaluation is to collect data for decision makers

to use in making decisions ahout programs. Unless evaluation data is

——~fedback to decisién makers, it wiiluhave ;glativelj little effect on
chanééi aperatiénsi In élsystems éppféaéh it iS%fgédbackithat enablgs
the system to remain dynamic and:ehangingi but,feedhaékzﬁuSt go to per-
sons iﬁ%glVed in the control of the enterpriségtthe decision makéfsg for

 maximum effectiveness. Fufthermﬂre,.uﬁlgssrthe data is relevant to.
decision makers' needs for information in the fi?sﬁ plaéé; the informa-
tion may not even be used in decision making. The evaluation model
takes this into account, | "

Figure 7 is a flowchart of the evaluation model., Upon inspection
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two things shaulé be fairly obvious, First, the model closely resembles
-the needs assessment model (Figure 3). Second, the model incorporates
as?ects of the larger systems model (Figure 2) upon which this report is
baged. " Further sggcifiaatigns of this evaluation model will take this

overlapping into account.

1.0 Identify Decision Makers; 2.0 Priortize Decision Makers

See the explanation for these two operations under the needs
assessment model., The only variétign may come from the perspective
of thé data you will Ee collecting which will be evaluative data rather
than needs data,

3.0 Identify Goals of Enterprise; 4.0 ?fig;tize Goals

Goal identification is essentially the process described under 2.0
State Goals, in the systems model, You will note in the discussion of
‘this process that the importance of involving decision makers in the

identification of goals is stressed. 'The process of priortizing goals

wag also-discussed at length under 3.0 of the systems model.

5.0 Analyze Enterprise; 6.0 Péffﬂﬁm'ﬂet,i?é;ty Analysis -
| Analyzing the enterprise %s eésentially the same Qpéfatigﬂ s
"Define Domain of Concern" déégribéﬂ under thalneeds assessment model.

_Hawevér, the iﬁtéﬂt of this analysis is to break down Eﬁe gntiré enter=-

prise (e.g. school sygtgé) into its related parts so that evaluation can
be located appropriately and related to relevant subsystems, Also, this
is part of the process of establishing as complete a set of goals as
Pﬂséiblai Examples of such an analysis will be included in the sacond
"o of this report,

ERIC

IToxt Provided by ERI



o9
SISATV

SHALSISINAS

KLIATION | WIWvga@mﬁ&H;Hauﬂ

HEQI¥Ed |

mT

_éim.

ASTHCHTLET

HZ LTV |

e ,m

~_STyoD az1|
| ~TVNOIIvazd0

04

[0°6

VLV Q
HOILVATY AT |

LOTTTOD

0°¢

STV oD

mmHa:gmaamg —_—
d0 $Tvon [N

AILNEQY | | |

WQ;@H
(S)EDIVH
,EQH@HEE@,QEM

| YEVQ Z¥odmy

lo*z

sy |
NOISTIOA(Q |

[-0°TT
o HOIIL !
1a¢aqqsm,@;a;
| ggiaﬂﬂag;x

L dandtg

| NGIvaTvAT
40 TICOW ¥TAVH 0TSTIOEQ

FZITHOTHY |

0°1

STV |,
0T Jaq

AIITNqT |




44

The activity aﬁalygis is gsimilar to the operations in the systems
model discussed under 5.0 "Perform Functional/Task Analysls, The

intent here i

]

to describe all the importamt activities that go on with-

in each of the major subsystems of the enterpr se. Describing the acti-

vities (functions/tasks) of the ﬁupil personnel services part of the

e

enterprise was discussed in some detail.

to Subsystems

7.0 Relate Goals/Activitie

ire
iy

This apera;iéﬁ is similar to that of 6.0 "Relate Functions to
Goals" in. the systems model, The purpose in the evaluation model is to

Elimiﬁatg goals that cannot be related to the operations Qf a particular
part of the Eﬁtéfprlge or to a particular set of activities, or to add
gaéls whérerthéfe are such activities or subsystems without related
géais tﬁat ﬁaﬁé alread? been stated. Should sﬁah addiﬁignal géaié be
identified, they should be placed in the ?riarity list at an appropriate
level, |

Although these gperatiané in the evaluation model repeat operations

4

already included in the overall systems model, they are stated her, in

the larger context of the entire enterprise such as the school system
Clearly the operations are performed on as small or as large a scale as

general systems

m

This has already been discussed under 4.0 of th
n ;
model. Since/the evaluation model the previous three operations (5.0,

\HI

m
e
ip]

6.0, and 7,0) were intended to be part af the process of establishing

as comple ete a set of goals as pgssible,'the operat analizlﬁg of th
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goals is placed later than it appears in the systems model. The
sequencing of thesc operations during actual impiementation is
clearly not a sacrosanct matter,

9.0 Coliect Evaluation Data

It is ﬁhié‘é?éfatiﬂﬁ that constitutes the major activity of
evaluation and which no¥ introduces processes not previously discussed
in this repﬁrt. The overall evaluation ﬁcdel presented, héweverg is
designed to place this particular operation in the péfé?éﬂti?é of the

total systems process which is, as should be evident, itself an evalua-

In order to make the interrelationship of evaluation with the
entire accountability process even more clear, we must attend to an-
- other evaluatiaz mﬁdéi; the EIF? Model, developed by Daniel Stuffle-
béam.l This model i$-gum$afiged in the éhart on the next pagé (Figure
8). We shall §étufﬁ to Ehis chart aﬂdva Eprﬁhet diéeugsinﬂ of gali&ct—
ing evaluation éafa after a brief reference to the femaining steﬁg ig
this evalﬁatign model,

10.0 Report Data to Decision Maker; 11.0 Evaluatéithe Evaluation

Again, these two operations are essentially the same as those
described under 11.0 and 12.0 of the needs assessment model. Evaluative

"~ input must eventually return to decision makers so that the system may

lStufflebeam,'Daniel L., Evaluation as Enlightenment for Decision Making.
An address sponsored by the Commission on Assessment of Lducational
Outcomes and The Association for Supervision and Curriculum Development,
Sarasota, Florida, January, 1968, ’
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be '"corrected" or changed ta'kaép.it gcél oriented. The overall
systems model shows feedback from 11.0 ”Efalu;té" to 1.0 "Conduct
Needs Asgéssmeﬁt“ indicating that iﬁfarmaziéﬁ is recyecled through the
entire process for the purpose of keeping the system dynamic and,

therefore, accountable.-

cirep LVALUATIGN ' EII

The impartanéé of this model in relation to the decision-maker
model §2552ﬁtea aﬁavé, is that it describes the evaluation process at
each major gtage Sf any se£ of operations: Qantéxﬁ,liﬂputj‘pfacéss,
and product. We shall discuss each of these stages bfiefly iﬁ terms
of our systems model.

CéﬁtgxﬁrEvaluatigp _

By féllawiﬁg carefully on the chart (Figure 8) tﬁe-abjegtive,
methcd? and relation to decision-making in the change process of con-
text evaluation you should be aware that operations 1.0 through 6.0
of the systems model are esseﬁtially a context evaluation. Fr;ﬁ needs
assessment through goal stating through ﬁask analysis through relating
tasks to goals, the context in which operations are to be performed ig

evaluated, These activities are designed, as we described above, to

'—“ ‘

For a further discussion of this model as applied to guidance see the
following references: Dworkin and Walz, "An Evaluation Model for Cuid-
ance,'" in Cook, David R., Guidance for Education in Revolution; Boston,
Allyn and Bacnn, 1971; Campbeil Robert E,, et al, The Systems épErQEGhz
An Emerging Behavlaral Mﬂdel for Career Guldanze, Center for Vocational
and Technlcal Eduﬂat;an The Ohio State Uﬂl?EISltyé April, 1971.
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both uncover problems that need attention and to enable the establish-

o the solution of

(3]

¥

ment of a system that can bes more accountable

system problems (which of course includes meeting client needs). These

operations alone will produce a good deal of useful information for

!

various propgrams,

decision makers to bring to bear on decisions affectin

It is important, thérefore, that as the éperatiéﬁgrin'tﬁé systems model
are carried forth, Ehé'infarmaiign generated from those operations is
tepgfted back to the important decision makers in a farﬁrthat will be
useful for decis{oﬁ making.

Input Evaluation

Operations 7.0 and 8.0 of the systems model essentially consti-

tute input evaluation. The process of developing methods and mearis

for the accampiishment of objectives and of selecting from among Sﬁféh
tegies requires attention to input. The availébie human and material
regources, the feasibility cf sttategies, relative cost factafggsaﬁd
so on all must be caﬂsidéréd in developing strategies for goal attain-
ment. The process of doing these things constitutes an input evalua-
tion from which infgfmatian_ﬁust bé fedback taldéﬁisign makers for the

crucial decisions on the selection of solution strategies, Decision

information.

Process Evaluation
Operations 9,0 and 10.0 of the systems model, testing and imple-.

menting strategies, require process. evaluation. The testing of stra-.




‘m

tegies before implementation is eclearly a major aspect of proc

evaluation. In other words, while/strategy is actually in process,

"bugs" and make corrections before it is too late to do any good for
those involved in the process. The teacher who modifie a lesson plan
during the course of the class period because something isn't going

right has done a process evaluation. Changes after the process has

been completed can.only benefit those clients wh

B ]

enter the revised
process later, but does not help those who are going through the pro-

cess before it is altered.

This is the aspect of evaluation most often thou ht of when
"evaluation" in génefél is ﬁis;ﬁssed._ How did things_tﬁrn out after
thé treatment was complete? This is cert ainly a highly important
matter tg'asgesgrand such an assgssment'depgﬁds.on the establishment
of performance oriented objectives. While the pfeviﬁus three types
of evaluation can be carried out reasaﬁabiy well'withcﬁt previously
established perfﬂrman ce ’bjéetivss, product evaluation must have.__
behavioral cbjeetives or there is nothing to evaluate,

Behav;cfal or pérfgrﬁance obj -"i 25 essent ially state the nature
and level of attainment in;parfarmanée.terms to be reached at the con-
clusion of an intervention or set of interventions. Product evaluation
measures the extent to which that attainment was reached for the gliénts_
involved. .Ta the e;ﬁent thaﬁ iﬁtéf?éntigns'enablgd_ghe attainment of

objectives these interventions will be maintained. To the extent that
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@bjeétivés were not attained the interventions need to ge changed or
replaced.

It goes without saying that making product evaluations is a com-
plex and difficult process at test. liowever, the major effort in a
product evaluation comes at the point where goals are operationalized
into performance objectives, When, as we explained under the procedures
for performing a methods/means analysis, criteria are spelled out for
each objective and assessment procedures are worked out for measuring
the attainment of the criteria, then a product evaluation can proceed
in an orderly and systematic fashion,

Project SAGE, by virtue of being a planning grant, did not reach
the stage where product evaluation was feasible, ngéver, the second
part of this report will detail aperaﬁiaﬁs that egsgﬁtially constituted
some éVEluati%& activity in the other three evaluative processes.

While it was beyond the scope of this project to further déﬁail
actual product evaluation strategies and théifiimplémentatign, readers
are referred to the still ongoing project of the Gentergfﬂr Vocational
and Technical Education at Ohio State University, Columbus, footnoted
above, The systems maéel they have developed is currently being field
tested in several school systems and results will be-available in the
near future. Those fesuits will unéaubtedlyeingiudé'5§me product evalua-
tian_daté; |

We tuiﬂ now to the_secand part-gf this report and some details on
_'ﬁhé application éf varigus parts gf;this model in the Bedford, Eassé-

chusetts school system,



51

PART TWO
;MPLEHEHTING THE SYSTEM
Az we explained in the introduction, the second part of this report
will describe the operations that were actually carried out in the Bed-
ford School System in the process of developing the overall approach to

planning. The value of the operating plan and specifications presented

g

n the first part of this report becomes clear in retrospect.

While we had a systems model to follow (Figure 1, page 3), the model
was essentially developed as an abstract design and we had to build pro-
cedures fra% scratch for carrying out the steps in the model. At certain
points we were not clear how to implement a step. Nevertheless, having
the model was of great value because it wés a pﬂint Gf departure and did
enable us to synthesize our own piéﬁﬂiﬂg model, While we feel that the
model we have described in the first part is practical and readily
applicable for any achool system, we also recognize that local adaptions
and short cuts will inevitably néed to be made by aﬁyané trying to imple=
ment the model. Our own exPEfiénte to be reported in this section should

be helpful to any potential user of the systems approach,

Getting Started

"Study Real-Life Environment' was the first operation of the model
we began with and this was implemented-thraugh.a committee chaired by one
of the principals and'inclﬁding some citizens of the town, They produced
a brief and interesting fepzrt aﬁ'tﬁé sacial,,ecgngmiE, cultural and political

factors associated with the Bedford Community. The report itself has only
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local interest so will not be reproduced here.
The practical value of this report to the development of pupil

iford,

(w1
iy
i

personnel services (henceforth referred tc as they are in i
"Student Development Services") is scill not clear. While it is axio-
matic in any school system that goals, programs, and strategies should
be related to special community needs, how this match-up takes place
congciously is not clear from our own planning activity. Most local
plamnarsrwili already begin with Ehié "sense of the community' and may
not need to formalize their insights.

Simu;taneausly with the establishment of this committee to study
the cgﬁmunity, a small committee headed by the Superintendent of Schools
was established to draft a set of comprehensive ggais for the entire
gschool system, A cgmmittge under the Assistant Superintendent was
established to détermiﬂé what, if any, existing goals there were in
writing for the curricular areas of the school gystem. The SAGE project
staff set to work with the Student Development staff (which includes
special education personnel) to draft a set of goals for the Student
Eevélgpméﬂt Program. -The counseling staff and the special education staff
first worked indEPEﬁdently on this and then combined their work to produce
one get of studeﬁt development goals.

An advisory Eammittag-tg the Project was established and met to
review these piaﬁs as they éere deﬁelﬁped and to pfavi&e ideas for the
development of our plans. The committee was bréadlyrbaséd; including

people from the community as well .as Withiﬁ'EhE school system. Even




without full attendance at every meeting this committee proved to be
quite valuable in reacting to plans and providing ideas of their own.
We recommend the establishment of such a committee for any school system
uﬂdertaking extensive planning activities.

The earliest major operation undertaken by the Project staff.was
a needs assessment. This was part of the "study real-life environment"
sub#gystem in our basic planning model. From this point in our report
we will revert to the operations in our own systems model and explain
what was done or not done for each of these Dperatigﬁsg This will pro-
vide a ready means of comparison for the reader between the description

of the operation in the first part of the report and the experiential

CONDUCT NEEDS ASSESSMENT

Since the Assistant Superintendent for Student Development was a '
Co=Director of the Project, and the SupefintaﬁdEﬁt was involved on the
Advisory Committee and the task force on goals, the major decision makers
for the student development Pfcgram were involved in the project from
the beginniﬁg; Other decision makers in the system, especially principals,
were alsé involved in one way or another. We did éét, therefore, make
any special listing, priértiging? or apérgaches to the decision makers,
We Eimpiy moved Sheaﬂ to conduct our needs assessment in what gseemed to
be the mgét logical way;,

We determined that our clients were the students in the system,

i
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but we decided to ask all relevant groups to describe what they felt

were the needs of students. We felt that differences in the perceptions

of studen

needs that might arise from this process would be as useful

[y

[ 3

Lo us as the similarities.

Our niethodology was simple. We asked small groups of students
(grades 7-12), teachers, administrators, parents and counselors to
"brainstorm" what they felt were the needs of students at various levels
in the system, We ﬁéak down all their statements in the form of notes,
These unedited statements were combined into single lists for each parti-
cular papulétiam as follows: high school stuﬁentsg junior high school
students, elementary tea;hersé secondary teachers, and parents. Adminis-
trators made theifiinpﬁts’with the teachers and the student development
staff moved from their own brainstorming of needs dirégtly to goal stating.

Simple counting statistics reveal the extent of this process. We
met with fiv: different groups of parents, seven different groups of
teachers, ané 13 different groups of stﬁdemts. A total of 65 pafénts,
38 teaghéré, and 92 students participated in the brai%starmiﬁg, The parents
produced 104 needs statementsl elementary teachers 101, secéndafy téachers!
56, junior high school students 50, senior high school students 33, and
the total number of needé Statements was 344, Naturally, thére was a Eood
déal of overlapping among these many items,

Rather thén having these raw data priortized by our EiiEﬁtsi we de-
cided to perform a logical analysié.gf our own with the various lists.

Through a process of iﬁspecticﬁ, conducted by the three man project staff,
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we ''forced" each of the lists into five clusters (seven in the case of
the elementary teachers), This was done by numbering each brainstormed
item with a 1, 2, 3, 4, or 5 according to how it overlapped.

In other words, the first item was numbered a one., The second item
was then inspected. If it seemed to overlap with the first item it was
‘also numbered one. If it was different it was numbered two. The third
item was inspected to see if it overlapped with either of the first two
items or was different. If different it was numbered three, and so on.
But the number of allowable Qatégafies? as we said, was limited to five
in most cases, |

Once each item had been assigned a number the like numbered items
were placed tggéther and the cluster of needs was then 1abeleé or des~
cribed. Thig produced, initially, five sets of needs clusters and these
were finally collapsed into a single set of seven needs gluéters_ This
final combined list was established as a description of the needs of
students in the Bedford School System,

As is obvious, the gain in simplicity from an Qriginal‘list of 344
itemé to a list of 7 items was made at the sacrifice of a lot of more
detailed information. Had.we used the original items and asked the vari-
ous groups to identify, say, the 10 most important, we could have accom-
plished the same purpose of fééucing the lists without ourselves making
the judgment as to what information to throw away or obscure in a general
eluster. But wé felt that our éppréaih did not do great violence to the

original informationm.



In the chats below you will find the results of the vork just
described, Tl have provided only samples of about 10 each, taken ot
random, Cron the original list of brainstorved irens, Al1 the descrip.
Eive sumeries of the various cluster categortes vhich ve developed are
Included in these charts, %Hwﬁgﬁeﬁaﬁw&ﬁﬂﬁﬁﬂmabﬁﬁ

discussion of the results of this survey of needs,



SAMPLE BRAINSTORMING ITEMS

High School Studentsg

Need to learn respenslblilty

Need to be able to make more decisions, by having more choice of courses
Need to learn at your own speed; grade should not be a factor

Need to be understood as individual by peers and teachers

Nesd to have exposure to a variety of teaching methods

Need to be tolerant of others

Nead for more communication and discussion in the classroom

Need for free time to socialize to release tension

Need to be treated as an individual

Need to feel a sense of belonging to the institution - a participation

Junior High Students

Good teachers that understand ?au

Need to have special problems loocked at

Policies and rules should be made clearer so everyone can follow them
Need clearer explanation of what teachers want

More time to talk to friends - more time for lunch

Students should have something to say about what you have to do
If you answer too many wrong answers then you feel like a jerk
Need to get along with other people

Need to discuss your own experiences

Need for more fun in education

Elementary Teachers

Respect for the feelings of others

Respect for other's property

Need to learn self-control of one's behavior

Need to listen and to develop listening skills
Need for greater self-awareness

Need for value identification

Need for recognition

Need to recognize each child's unique personality
Ability to meet success and failure on an academic and social basis
Need to accept themselves

Secondary Teachers

Ability to listen

To learn to take initiative and make declsﬂans
To learn how to remember

To learn not to be ethno-centric

To learn how to use leigure time

Independence, that is, work on projects
Ability to differ with teacher and support own position
Need gkills for finding information
Opportunities to make decisions

To know when they need help




SANPLE BRATVSTORMING TTRYS it

Tarents
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ERIC

To enjoy the world around hin

%w@rﬂﬂeﬂp@ﬁeﬂm@ﬁﬂtﬂ@m'

To learn to give their om opinions and make decisions

o Tearn practical knowledge so that they can ean a Living

Ta&ﬁhp@dﬁ@@ﬁg@dﬂpmﬂms

Teach hin tolerance to others

To develop a happy selfsaccepting persom

Arouse and stimlate thinking in various areas other thay 3pecific
skills | |

Yeed to lean self-nanagenent

Need to be able to discover and develop their interests



DESCRIPTIVE SUMMARIES OF THE CLUSTER CATEGORIES

Migh School Students

L. Need to understand other people with different points of view.

2. Heed for greater share in school decision maxing, including a
wider range of choices, the opportunity to learn to make decisions gnd
accept responsibility,

3. Need to be treated as a unique individual with unique interests.

4. Need for a wide range of educational options and experiences
through which to learn,

5. Need to interrelate with other persons on a basis of mutual
understanding,.

Junior High School Students

1. Need to learn good interpersonal relationships through working
together with peers and with others.

2. Need for a greater degree of choice and responsibility for one's
own decigions and to participate in school planning.

3. Need to be understood and accepted by teachers.

4, Need for reasonable structures that can be understood by students.

5. Need to be regarded as an individual with special needs that can
be attended to when necessary. *

E;ngngggngéachggg

1. Need to develop respect for other persons and the ablllty to
relate with concern and understanding toward others.

2. Need to learn how to make decisions, to take rESpDﬂElblllty for
one's self and to become a more lﬁdEpEndént learner,

3. Need to feel accepted,-to develop a positive self-concept, and
to have opportunitiea to succeed.

4. Need to be recognized as an individual with unique taleﬁts inter-
eats, and weaknesses.

5. Need to develop skills of learning and thiﬁking;

6. Need to experience a stimulating and enriching educational
environment. - '

/. Need to learn self-control, self=discipline, and the ability to
function within the limitations of self and situation,

.Saccﬁgaf§ Teachers

1 Need to brcaden horizons to an understanding and azcéptance of
people and ideas that are soecially and culturally different.

2. Need for good 1nterpersanal relationships, a sense of group
belcnging : '




Secondary Teachers Cont.

3. Need to develop basic skills of learning, thinking, and
communicating,

4. Need for recognition of one's individual ab:1i ie n te
and the provision of opportunities for individual success and self-
expression.

5. Need to learn to make decisions and accept responsibility for
one's own decisions.

Parents

l. Need to relate in tolerance, understanding, and concern with
both peers and adults, locally and in the world at large.

2. Need to learn and experience independent self-management,
decigion making skills, and a high level of self-understanding.

3. Need for individual recognition of students' strengths and
weaknesses, and to have those strengths and weaknesses considered in
the educational program and instiuctional planning.

4. Need for an educational experience that stresses variety, many
options from which to choose, the development of responsibility and the
capacity to become a productive member of the community upon completion
of school. .

, 5. Need for diseciplined study, skill development, and a relevant
means of evaluation.

COMBINED NEEDS CLUSTERS

1. Needs related to decision making skills, responsibility, and
independent learning, : ’

2. Needs related to interpersonal relationships, understanding
and concern for cthers, and a broadened outlook toward persons beyond
the confines of the community and the nation. _ .

3. Needs related to the desire for individualized treatment and
recognition as a unique person different in some way from everyone else,
4. Needs related to the desire for a more enriched learning
experience through the provision of many options and with an emphasis

on the relevance of school learning to life outside the school.

5. Needs related to skill development, particularly learning,
thinking, communicating, and studying. ; .

6. Needs related to self-control, structures, and the ability to
‘cope within the limitations of self and situation. : B

7. Needs related to feelings of acceptance and understanding, the
development of a positive self-concept, and experiencing opportunities
for success. : '




Discussion

The process followed in a;riving at these needs does not permit
any clear objective statements relative to where the grau?s differ with
each other in the needs of students which they idE@tified. What follows
are a few more impressionistic observations.

Clearly, many needs were mentioned bi+ all five gfaups that fall
- into the first three combined needs clusters listed above. These three
areas, then, represent considerable agreement among students, teachers,
and parents, Students, however, did not have much to say about needs
for gkill devélspmentlbut parents and teachers mentioned this frequently,
Junior high school students and elementary teachers most frequently
‘mentioned the needs associated with combined clusters six and seven.
Pafents, elementary tezachers, and senior high school students most often
mentioned the needs associated with combined cluster number four.

A very impressionistic summary of the major focus of concern in the

realm of needs on the part of all five groups would almost surely lead

and teachers felt it was important and students were asking for more
opportunities to learn by experience, Moat, of the other need categories

can be seen to overlap with this need to some extent.



62

The combined clusters of %eads was finally what we worked with in
establishing pricfiﬁies and relating to goals. chever,'nathing more
was directly done with this needs information other than to report it
back to people in the school system. The development 0. goals, to be
discussed next, proceeded concurrently with the collection of needs data
and the needs wgrekused as a check against the goals to be sure that all
the stated needs could be subsumed under one or more of the goal state-
ments. In other words, the needs clusters were not directly used as a
basis for developing goal statements as they could easily have been.

The time lag inicﬂlléétiﬁg the data was such that we did not want to
delay the process of writing goals.

The method of pringizing'thése needs and the results of that opera-

tion will be discussed later under priortizing of goals.

STATING GOALS

The Superinéen&Eﬂt and his cgmmittgg'pfadugéd a2 document on the
philosophy and gdals of the school system that should have considerable
long range value to thg Bedford system as these goals afe:disgusse& and
their implications studied. This 1ist of goala provided a system wide
basis for the consideration of goals for the Student EEVElcpmént_Pragfam
that were being written by the Student Develépment staff., Thé process
whereby these system wide goals were written also ensured that they were
acceptable té thé most important decision maker in_the system.

Because we feel this brief daéument would be of value to other systems

attempting to write comprehensive goals for a school system, we reproduce
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it on the following pages. The goals are accompanied by a series of
Statements pointing toward the ways in which the system should consider

implementing these goals.

PHILOSOPHY AND GOALS OF THE BEDFORD PUBLIC SCHOOL SYSTEM

Philosophy of the System

Education should enable the individual to function effectively in
his environment. Materials, courses of study, methods, and goals of
instruction should be developed, maintained, and operated out of the
clearest possible perception of the student's long term needs in a
world of accelerating and unpredictable change. Foresight, creativity,
and adaptability should be fundamental to the operation of the school
system. The school system will utilize all the resources that can be
found and mobilized to carry out its aims.

Goals of the System

In accordance with our basic philosophy, the goals of the Bedford
School System are as follows:

1. To enable all students to grow emotionally, intellectually, physiéally,
and socially,

2, To enable each student to develop his or her individuality, a sense

of self-respect, a social conscience and a comprehensive world view.
3. To enable all students to beaame'seif—initiating learners and
responsible gelf-directing persons.

4. To promote the development of creative thought and expression as
well as the practice of critical and scientific methods of inquiry
and evaluation. '

3. To enable all students to learn the bagic arts and skills of
communication and learning,

6. To enable all students to learn through experience the meaning
of the democratic process. '

7. To enable all students to deﬁélgp personal self-sufficiency as a
minimum career education goal and become self-supporting as an
ultimate goal. ' . :
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8. To tﬁablt all students to develop an awareness of aesthetic values
.and a sensibility to artistic qualities that enrich 11fe

'lAPlEQEﬂtlng the Gtals

It shall bt the aim of the school s system to implement these goals
in the vatltut tthgtlt af the dlstritt tﬂrﬂhgh : :

l.- PtaVlding and malntatnlng a learting environment tandutlva to the
total growth of 311 students as SPEttflad in the various goals.

2, Prtvld;ng ingtructional programs and social s;tuat1ans that will
enable tbé ‘learning goals to be attalned

3. ﬁrcv;ding for the bttad and active paftltlpatltn of the tntlre
' Tsthntl community in the tdutgtttnal process.

by Pttviding tttdent dtveltpmtnt_tetvittsttt supptft and assist students
and staff in the attainment of these goals,

and families for the attainment of the goals of physical and mental
~ health, '

o 5.“.Pttviditg appropriate health education and services for 1ﬁdividualt

6, PrDVLdlng for the 1d3ntifltatlan of and agssistance tg studentt
B ;thav1ng tptti&l needs. ' .

- 7;f'Pravid1ng tptcifitally for tht unlque taltnts and :tpab;litles of"
- - students throughout the. sthtal system,

L 8. Evaluating the attalnmtnt Gf thEEL gtals thrtugh accountability
.. _procedures that will enable the community to determine.how well
. the sthatl system is meeting its cammitment to thtae gaals,
| There is one diffittlty in working with:tht'tight tysttﬁ ﬁidqucal
';;statéﬁttts tﬁtt”may be itsttutti?é tt'distuts at this point, Nearly each
. Ettttmtnt 1ﬂtludet ‘more. than one. gtal or 1nttntinn whith wauld gét IQEE
*in any tfftrt at pfinrtitlng and thEﬁ fucuslng on tht ﬂtveltpment of ob-

miJEGtiVES; In Qrdef to get tlarity on the spet;fit 1nttntltnt represented

T~;by these eight statements it is necessaty to bttak them’ dgwn inta a set




of unitary statements.
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When this set of goal statements was broken dowm,

18 separate unitary goal statements were produced, They were the

following:

1. To

2,. To

.3,' To

4, To

enable
enable

enable

enable

all students
all students
all students

all students

to grow emotionally.
to grow inteilectually.
to grow physiﬁally,

to grow gsocially.

5. To enable:each student to develop his or her individuality,
6. To ensble each student to déVEIGan seﬁsa of sélfsréspacﬁ.
7. To enable each student to develop a social caﬁSEieﬁ;é.
- 8, Ta_gﬁable‘eéch Studéﬁt to dévéiép a comprehensive wvorld view.
9, To enable all students'té Eacsﬁe sglfsinitiétiﬁg learners.
10, . Tﬂreﬁaﬁie all-s;udents ta:bgégﬁé féS?gﬁSible, selfsdirecting persons,
11, To promote ;he develcpmeﬁt iﬁ students of. creatlve thnught ‘and express;gn;r'

12, To promote therdévalﬁpmént in students af the practlce of crltlcal and
gcientific methods of inquiry and evaluation, -

- 13, "To enable all students to 1earn tha basic arts and skills of gemmunicat;gn
and learning

14, ‘Ta enable all students to learn thrgugh’exﬁerience-thé'mgaﬁing of the
democratic process, . :

15, To enable all students to dévelap'pefsanal'SEIfaéQEfieigncY through
'a career, o ) SN g _
16, To enable all students to become self-supporting adults,

17, To enable all students to develop an awareness of aesthetic values,

18, - To enable all students to develop a sensitivity to artistic qualities
that enrich life.
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While this process produces a much 1&ngerllist than was contained
in the original document, it clearly is a more fealistic list to deal
witﬁ and avoids the problem of covering up the cémpleﬁiﬁy of a long set
of goals collapsed into a small set of complex Séﬂﬁéﬂéésa Any 1i§£_af
g@éis_shguld cﬂﬂtain_énly_unitafy_Etétements so that each intanﬁiaﬁ is
set-fgrth clearly and does not need to zampeée'with related iﬁ;énti@ﬂs-
iﬁ.tha same.staEEment!‘

The Student Develgmeﬁtrétaffg meeting sepafately_and then jgiﬁtly
:Dmpileé a.set‘cf goal stateméﬁts that went ﬁhfaugﬁ'aﬁcut thrée revisions
and much discussion over a period of sevafal weeks, The finairiiét of
goals that_emerged;anfained-il statements as fﬁliaws:_

1. Experience success aé a iearneri
2. Deveiﬁﬁ.and.gustaiﬂ-féélings éf éélf wcrﬁhg
3. Maxiﬁigé his or héf’éapagitﬁ f@f aelf-difectign.-
4. Grow and - develop emﬁtiéﬁaily thréﬁgh tﬁé regagnitién,and é;kﬂé?ledge-'
ment of real feelings and by learning to take responsibility for the
gxpressi&n Gf,ﬁhémf : | o
5. Maiﬁtain’healthjin;e?per&gnalrelatiéﬂshipa.
6. Develop concern féf'ﬁhe well baingrcf gthéfs as well as the self.
7. Eﬁpaﬁdfhia or her knawiedgeDf'céreérépﬁaftunitiéS.
- 8. Acqﬁi:évefféétive eépiﬁg Skills.
9, Leafﬁ ﬂecisigh—makingrskills_
10. Expand his or her s&cigi horizons,

11, Develop a- comprehensive world view.
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This completed the process of stating goals. The next step was to

establish priorities.

FRIGRTIEE GGALS

The system wide goals were not priortized. ‘Instead the Project
staff deciieﬂ té cgncentfété‘aﬁ the égﬁen needs éiustéra and the 11
Student De?ela@meat,@gais,éiﬁsa Eﬁey ﬁera tbé'fgcus.éf our élaﬂniﬁgQ

A copy Ef-thE:SEVEﬁ needs clusters and the 11 goals was sent to every
member of the achool system professional staff with instructions on
ranking theﬁ in order of importance fram_1§? and Iéil.' The same thiﬁgﬁ
.was'dané with students from gradesffélz 'éxcept tgat the needs statements
aﬁd the. gcal statemeﬁts weré Edlt&d and rewritten w1th tlhe help of stud{a t
consultants so that therlanguag would cammﬁﬁleate better to students |
Senior high school studenﬁs frém,psychglcgy aﬁﬁ saciglagy Qlassas assistéd
in the collection af‘this data and in the tabulation of it fcr'analyéisg
Usable fétufns were ﬁallectéd ffam.123é étuéeﬁts, IZ.Sthént development
staffg 6,aﬁmiﬁistra£§rs,<52 éiemén£arj:Eegéhera;721.jﬁﬁicf high:sgﬁaal e
teachers, and 26 Eg; or hi g: chool teaﬂhers, The retﬁrﬁs ffaﬁ téééhefs
were well belaw ED/ aﬁd thia was a ggnsldérabla ﬂisappélﬁﬁment Wéncanngt
tell. how. represantative the fesults are frcm teachers

A similar survey of the ;Qmmuﬁity to establish thé priorities of
paEEﬁés wés plénned Eut‘cirgumstaﬂces and time prevented éug caér?iﬁg

this out. We strongly recommend involving members of the,cammﬁﬁity in

thE procesa of setting priorities, however.
O




b
*The following tuo chart DRESENt the vesults of thege surveys, The
o | flaures on thecharts arethe average rank arder far e4ch neéd ot z0al,
,ha lﬂwéSt ngu1e TEpresents the ﬂlEhLEE ﬁrlgr;ty ranl order, Dur erg I
- ing a1alygls pfnv1dedfeL hEDHLdtL brgakd@w%s 0 aVEragE %ank orders
| for théistudeﬂts by grade level and by sex, The 51gn1f1cance of this

breakdawn vas not very great 50 e e ot presentlrg that data In this |

report,  Sone camments that follow, novever, will allude to acme abservaé



Figure 9

AVERAGE RANK ORDER FOR STUDENT NEEDS GZUSTERS
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~ NEED STATEMENTS

TStudents]
712 {1

Gr.

i.1 Admin,

Needs related to decision making
skills, responsibility and. indepen-
dent 1eaﬂn1ng

1 n=1234

_n=6

3.8.

4.0

3.1

Needs velated to intérpersgnai re=
lationships. Understanding and .
concern for athers and a broadened
|outlook toward persons beygnﬂ con=
flﬂES of the cnmmunlt? and ﬁatlan

3.2

4.4

4.8

4.3

4.3

?eads reiated to deﬁlre far 1nd1v1ds '
ualized treatment and recognition as.
a unigue person different in some

way from everyone else.

3.7

4?1

4.2

5.0

5.5

Needs related to desire for a more
enriched learning experiEﬂce through
the provision of many options and
with an emphasis on relevance of
school 1Earn1ng to life- GutSldE the
schccl

o
»

5.1

4.8

Needs felatad to sklll develapment
particularly learning, thinking, com=
municating and Etudying

‘457

4.5

4.1

3.0

Ngeds‘felatéd'fn'sélf#cbﬁtrﬁi stric-
tures and the ability to cope within
the 1imitatigﬂs uf Eelf and situatlcﬂ

4,9

3.8

3.8

3.4

Needs related. to feelings of accept-
ance and understanding, .the develop-.
|ment of a positive self=conﬂept and

axperlencing appnrtunitigs for success.

49

2.5

2.2

4.3

Q




Figure 10
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GOAL STATEMENTS Grades | Devel. | Admin. {Elem. |Jr. H. |Sr. H.
4 7-12 | Staff Tchrs, |{Tchrs, | Tchrs,
i i _ 01243 | n=12 | n=6 | n=52 n=21 | n=26_
Ezpérienge success as a learﬁer; - 6.1 2.9 3.5 3.3 | 4.4 4.7
Develgp and sustain feeLlngs of : ' '
Selfawarth 4.9 2.2 3.0 1.8 4.1 3.5
Maxémlze his or her capacity for R | ‘
self -direction. : 5.0 4.8 4.2 4.6 4.5 3.3
Graw and davalap Ematlanally thraugh
the recognition and acknowledgement 2. ‘ : ,

| of real feelings and by learning to 5.9 4.8 4.0 4.2 5.1 4.4
‘take responsibility for the expr&ss- o
ion of them. :

Malntaln healthy lnterpersanal : 7 _ . 7 :
relatianahlps 5.6 ué 1 5.7 | .5.9 6.3 5.1
Dévélap concern for the W&iisbélng ' ' o . _

of cthezs as. well as’ the self, 6.1 3.7 | 6,00 | 4.8 5.7 5.3
Expand his orx her knawledge of caféar ; 7 s - » - ,

. appcftunitles. ' 6.4 - 8.9 8.3 10.0 6.6 9.2
quuire efféctivé coping skills, = 6.3 6.3 6.5 | 6.5 5.5 | 6.6
Learn décisién making skill, 6.3 | 6.3 | 5.5 |61 |41 | 5.7
Expand h1§ ar her sag;al hDIlEEn f7,1 9.3 9.7 _9;0_7. 9.6 9.5
Develop a scmpfehensicn Wﬁrld-viaw; 6.5 10.0 | 9.7 9.5 9;3' - 8.9
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Before commenting on the data_itsélfi we should make some comments
about the process. A good deal of time and effort was invested in the
production, distribution, collection, and analysis of the priority rank-

ings of these needs and goals. While the data are interesting, we are

returned.

For sne-thiﬁgé thefé is a strong suggestion from the way the final
rankings of studEﬁES on their needs came éut that a response set had
been established.iﬁ ﬁhich there was a ét?sﬁg tendéﬁcf to rank the list
pretty much in-ﬁhe order of presentatigﬁ. Such s rial.fankiﬁgs fr@ﬁé
top to bottom on thérlist as presented were eagy to spot and we elimina-
ted the obvious ones, but the Eff&ﬁt’ﬂf this féspense set still seems to -

~ be present This is sémgﬁhat Stfeﬁgthéned by the Sharp difference be-

ment staff aﬂd ather achool personnel - ‘ranked them reverslng the hlgheat
and 1nwest prlaritlea of the students,_ Still, if this is an accuratg
fEflEEthﬂ of the way thlngs are then that raises manyrlntérestiﬁg}qﬁésticns
also. | |

We perDsed in pﬁrt one af this-repaft a ranklng syst em that used i
absolute categariea which wauid allow for a diséra;e ranking nfeagﬁ';ﬁem
on a 1isﬁ'accgrding to how impé%tant the‘feépaﬁdént felt the item was but

 without regard for its feiaﬁigﬁ tgiathér items. - Rank Drdaring daea not

indicate how lmpgrtant to a gfaup 7 glVEﬁ item is b?-itéglf;: Whéﬁ.fﬁu.léﬂk

I:R\ﬂ:at the average raﬁk order flgures for the gaal statements as given by
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students you note thet the lowest figure is 4.9. There is ebeut e two
point spread Ee the higheet average rank order of 7.1, This allows for
a very limited uﬂdereteﬁding of ﬁhe actual im?erteﬂee‘ef eny‘ef these
goals to the students and _feieee the question of whether enf of them
were very important from the student's peiﬁﬁ of view.

Cleefiyi3Fhere:ere;§eme queetieﬁe of p:eeedere and timeiiﬁveetment
that enter into deeieieﬁe;ebeut how to prieztiee geeie and needs and
whom to inve1Ve‘iﬁ the process. The pﬁeee&ure ie of considerable
importarce, eet it can probably be eerrieereut with the involvement of
- fewer petsene,

Our recommendations are that students only be involved in'priertizﬁ
ing neede or goals whieh they-heve pertieiﬁeted in writing or compiling;
that the ebseiute reting syetem be tried (peeelbly in eemblnetlen with

renk Qrder) end that the actuel retere be seleeted eeeerdlng to thelr

involvement in declelen meklng; Df,eeuree, if there is emple time and

Lleted belew, firet fer the neede and then fer the geels are a few
of the gEﬁefelleetlaﬁs we mede frem an 1nepeet1gn of our deta.

_With Regard to the Neede Elusters- “

1. Decision meking ekllle independent 1eern1ﬂg and - 1nterpereenal relation=
ship needs were most . 1mperteﬂt to the etudente;'

2. Deeia;en meklﬁg neede become more important as the student moves threugh
the grade levels to the 12th grade, It geems least important in the -
9th grede.
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3. TﬂEEprfSéﬁal‘félatiéﬁship!ﬂééds were consistently more important
to girls than to boys. :

4. 1Individualized treatment is the third most important need overall
for the students and was consistently more important to girls than
to boys.’ o

5. Tééllﬂbs of acceptance was the most important need from the point
of view of student development staff elementary teaihers and
administrators. But this need was ranked least important on the
list by students! -

6. Skill dEVEIEmeﬁt needs was ranked most 1mpartant by bath junior
and senior high school taachers

With Regard taughe”StudantjﬂgyglgpmaﬁﬁrGg;Ls:

1;  All gfaups ‘except the senior high school teachers placed self-
- worth as the most 1mpartant goal Senior high teachers ranked
it SEEDﬁd :

2, SEﬁlﬁf high teachers ranked the self direction goal first. Stu-
dents ranked this goal about even with the selfswnrth goal
mEﬁtlEﬂEd above. : : -

3. Experlence success as a learner was 5th most 1mpartant for the

gtudents, but was number 2 for student development staff, admin-
lstfatnrs, and elementary teacb&rs. :

SUBSYSTEMS 4 0 THRGUGH 11 D
At.thiaﬁaintingur syatems model tha real werld" of the Bedfard
School System and tﬁe SAGE Prajeét breaks intﬂ‘the abstract!sequEﬁcing
of ﬁhe.ﬁédél-énﬂxﬁakES_it-difficﬁltﬁﬂ féﬁgrt our project activity
meaningfuliy by following each of therrémaining sﬁﬁéystéﬁé in éf&éfg
_iﬁ a féal‘senaé thié shaul& bé a camfaft tg’aﬁy gtaff that wants to
uﬁdertake a systems appraaéh because a mcdei 15 nevér any more than a

map whléh ig always dlffEIEﬁt from the terrltory; Maps help us maintain

O
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our sense af direction and keep us.from getting lost but they don't
account for unlntended detau§5; bﬁmﬁs and cther real life contin-
génciesé - ‘ .

‘The next step 1n the aequence is- DPEfatlDﬂallgé Goals (4.0), but

we dld nat carry. out thlS operation in a neatly packaged actlflty

_ ﬁe EmelnEdrthlS work with some other activity and we bafrawgd already
operationalized goals as a point Df departure for much of this work,
Thus, we can better report this_wgrk in conjunction with the other
Dpéfatiﬂﬁé.with which it was combined.

}Sa as té giﬁé the clearest picﬁure of the totality of éur project
éctivity from the paiﬁt_where we left off reporting on the ptia;tiéing
of goals, we wiil give a brief summary overview of the rest of our work
and then fill_in the details éf these aperéticns; This QVErviéﬁ wiil'
.antinug tc'make use éfithe systéms ﬁadei-aperaticnsi

As noted above, ~we did not da much direct Gperatlcnallzlng af tha
v11 Student Develnpment Gaals that were warkéd out by ‘the flrst half of
the‘year; Instead we went t§ Wallman 5 taxcnamy and used that wgrk as
a point of dgpartura for develgplng cpeﬁatlanallzad DbjEEthES Wall-
‘man's taxangmy clea:ly c&ntains maﬂy gaals and gbjectlvas that were_l
‘directly felated to the ll“ggals we develaped in Bedfard and it is alyays
easier to Build on work previcusly done than to start frgm scratch We
gshall detail our use gf this materlal below

At the same time that the work on QbJEGEIVES was uﬁderfaken, the

© . use of the Methgds-ﬁeaﬂs Worksheets described on page 38 was implemented
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_HThis essentiaiiy taék us into the operations of Perform Methods/Means
Analys;s (7.0) and Select Program Strateglés (8.0). These worksheets
were also désignad-ta_begin_settiﬁg up assessment procedures that cqul&
be used for the Evalﬁatiam-aperatiaﬁ (11.0). Essentially, however, this
act;v1ty was prlmaf;ly.faf the purpase.gf ﬂDlIECﬁ;Hg-CDﬂtExt aﬁd input
evaluative data which would later lead to ;hgnggs in p:@gfam strategies!

We Shali describe bélaw the kigd of iﬁfnrmatign generated by this
combined bpefatian; as wall~as gﬁe majarvpragram sﬁfétegy thag‘wés
sglegted’and is'in‘prgcessigf being tested during the 1972-73 sghQQI
© year. It is, as yét;.taﬂ early\tQ'say that any straﬁegiasdevelnpeﬁ |
as‘a result of this planning ﬁéﬁg been fully impleEEﬁted and therElESS
been ﬁa.ﬂﬁpértunity fgf:aﬁythiﬂg ap??caghiﬁg aipraduct evaluatian;' Eut
thé groundwork has been Iéid:far-sﬁch an evéiuétian altuéﬁgh much more
in the Way of aperatianélizing cértaiﬁ gaals mugt stilllbe Séﬂe'

Basktracklng now ED Dperatlaﬁ 5. D Perfarm FuﬁttlgnalfTask Analy315,
this was carrled Dut in a brcai fmfmal way w1th the help éf the.Shaw
mgdeldescflbgd on page 32, “The fésults cf this analySis will be pfe—.

sented in daﬁéii beiﬂ#. An informal anélysisbased aﬁ_iﬁtervieé data

with a few of the counselors was also conducted as awa§_af.téstiﬁg out
this approach anddevelgping samé data tﬁat'cauld'bé used to figwéhéft
isgmé Qgﬁthe systémigperatiﬂﬁsg |

AThe.Needs As§§3ément madél_has an_ape:ati@ﬁ described»an page 10
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ﬂhrse;ves we constructed some flowcharts that will be presented inxcaﬁ—
junction with our description of the égefatiaﬁsrfelated_ta the Eunctiéne
al/task analysis,

| Finaliyj.the féﬁainiﬁg uﬁac:guﬂted far operation in this summary
dlSCUSSlDﬂ is Relate FunCtlDﬂS to GDﬁlS (6, D) Althéﬁgh we worked out
'; methéd for dalng thlS whlch we des:rlhgd on page 35, we dia not
actuél;y ﬁest Qut the methad thh our gaals and the data from tﬁe function-
al analysis. fhe reason for this was 1argaly a-matterraf lack of time,

- To summafize thls desérlptlcn of cuf "real life drama entitled .
=”%ctually Us;ng a Systems Approach,” we consumed a little éver half thé.
school year on the needs assesément gcal SEatlng, and ‘gathering the
data gn-priaritieé._rit réé", red appfnxlmately ancther six weeks to sort
éut and crganize tﬁa prccedures for cafrylng out the femalnlng steps that
séamed ﬁeceésary and ﬁgss;ble to Eest our m@delg. That left abgut fnur
to 51# weeks ﬁg have the Studént Develnpment étaff carry out these
| aperatlans befnre the prcjecfrtermlnated N;’ﬂIESS to 53y,~thi§ left

a lot cf 19@55 ends that will iny get ﬁléd up éver a perlad Df mﬁnths
‘and perhaps years.x Aﬂy staff thaL seekg to uﬁdertaka a systémg apprgéch

certain aperatlﬂns and enter 1ntg thls planning as a 1cﬁg range, hngéing ,
cammitment

The r&malnder of thlS repcrt w111 be leldEd into three majar parts.

F;rst we will descrlbe the activity and results that were uﬁﬂertakéﬁ in
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performing the.functisnalftask analysis. Then wé will describe the re-
sults of the combined goal @ggratignaliziﬁg and the methgds/means

~analysis using the worksheets, Finally, we will describe the plang for
the Learﬁing Resource Centériiﬁ ﬁedférd'thaz is being tested out during
'the-l972-73 school ?aafé Some surﬁrnary;cﬁméﬁtsi a sale;téd biiligéféphj,_- o

and an'appendix,:will-canclude!thé‘repart;

- FUNCTIONAL/TASK ANALYSIS

As we Qainted.qut on page 30? the'purpgse of this operation is to
identify in’a éystemé;ic way thE':urréﬁt f#nééiéﬁs'éﬂd,tééks being ;
caffiad’ﬁut by tha pupil services staff and the pr@éﬂfﬁigﬂlﬂf time allo-
cated to th@se functlans We began by admlnlsterlng the "Guldance Hﬂdeﬁ‘
Function Survey" to all membera Qf the. ccunsellng staff., This susey was
develcped Erem the wark of Merv111e Shaw cited on page 32 and is re-
praduged ;n the appandixi

The gurvey prav1des essentlally tﬁa k;nds Df ﬁverlapplmg data First

1t gives the general made Qf the current program in terms gf the six b3513

modes descrlbed by Shaw and discussed in the flrst part of this repcrt

ity of these fun:tiaﬁs ‘ean be ccmpared tg the regammended pfinrity Ear
each of the six modes, A thlrd ﬂategary gf 1nfarmaticn is provided by

having counselors rank functions accardlng to what they see as degirable?
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This enables us to compare the actual priﬁrities as set through time
actually spent on various functions with what the counselors would.
desire if they had more control over the allccation of their time,

Analysis can reveal several things. It can indicate how the
allocation of time to various functions "[its" with the preferred pro-
gram mode of the stafff Tt can reveal ﬁifferéﬁges and gimilarities in
preferred mode and allecation of time to fuﬁétiﬂﬁ§ between different
levels of the staff, i.e. elementary and secondary, and between difféfi
ent individual staff_mambETS.

The raw data from the analysis we conducted included the indivi-
dual fesponses of each of the counselors and the average of those
responses for the elementary counselors and fcr the high school counsgel-
ors. Since there were only two junior high school counselors, and
gince there were some sharp differences in their responses, averaging
thgm was rather meaningless. When the number of staff is quite small,

say five or less, it probably does not make much sense to average the

ES
i

ranks, What follows is a series of summary statements derived from an

~analysis of the surveyr . rned by the Bedford staff.

they function accordingly,
2. Junior high school counselors are essentially divided in their

- approach, One favors a preventive approach, more generalist, the



other a more remedial approach as a specialist.

3; Elementary counselors see themselves more as generalists but
they function currently more as specialists.

4. The overwhelming thrust which the majority of counselors feel
the program should focus on is early idenzificatiaﬁand treatment. There
is a leaﬁiﬁg toward the prVEHtiVE:Eﬁd of the continuum and away from:
;he :émediél end, No one feels diagnosis and treatment is an appro-
priate focus fér the Bedford program., There is a definite disposition
on the staff to nove toward a more preventive priﬁary mode of fﬂﬁétién!
ing.

5. There are some inconsistencies between the preferred mode of
'functigning and the actual functions which the counselors prefer to
focus on,

3.1. The high school counselors' focus on individual and group
counseling is consistent with their preferred mode but their relegation
of testing and use of records to a low priority is inconsistent with
‘the need to identify those incipient problems requiring treatment. Their
secondary stress on in-gservice training, consultation éﬁd curriculum
development is ngf appropriate for a specialist oriented program. An
obvious current practical prnblem_fcg the highrsehééi counselors is- the
enormous amnunt of time they spend providing information to students,

5.2. The elementary counselors prefer a generalist approach but opt



for a more specialist set of functions., More consultation aﬁd in-
service training Is required if the elementary counselors are to
actually function as generalists in an carly identification anditfeate
ment program. Thelr current stress on group counseling is more of a
specialist preventive program function than the one th y prefer, but

the choice they make is not clear cut, Four out of the five elementary

counselors chose a preventive mode as either a first or second choice,

* The raw data and the analysis summarized above was presented to
the counselors aﬁd a full discussion was held as to the implic-tions,
Some confusion over the meaning of the survey items and possibl ig-
interpretations or differing iﬁtéfpretatiaﬁs of certain functions was
aired. The pin-point accuracy of the analysis is not so important as
the feeding back of what is essentially contextual evaluation data for
consideration and discussion. The analysis was quite interesting to
the counselors and gave them a better framework for considering their
role and function within the program aﬁd';he implications for chéﬁgeg
that they might want to make,

The above analysis, of course, deals with broad functions. There
is also some value in getting a clearer idea of the more spacific tasks

that consume a counselor's time. The most thargugh wvay to colleet this

kind of 1nfarmat13n wguld be through a daily counselor 1Dg in which each

counselor wauld record eagh separate activity he perfermed during each

working day and the time it took, This infgrmatigﬁ can be recorded in

F
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[}{U:‘ ¢) Answer students',questiéns relative to information explored..
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I

a way that permits ready transfer to computer cards for tabulation.
Such a system would provide a highly accurate reading on where the
time-is going and how the cime is discributed at variaué times of the
yaar. Smaller systems probably do not need that much accuracy in order
to establish how time is being used., Larger systems may find it diffi-
cult to get an accurate pigéufe of the use of time without such an
approach.

In any case, a supplemental approach thaz will produce more
dgtailed information on tasks performed can be gathered by interviewing
counselors. We conducted gne'auch‘iﬁtérviewj asking the counselor to
describe in detail all the activities he engaged in beginning with
those on which he spent the largest amount of time and proceeding to
the least time consuming. The interviewer asked for clarification or
more detail whenever the a;fivity described was not clear. Below is
the list of tasks that emerged from this interview. fwa or three such
interviews could enable the establishment of a relatively common list

of tasks which could then be reproduced and distributed to all staff

members., Each counselor could then add to or delete from this 1list

.according to his own activity analysis and assign the time commitments

that reflect his involvements, The list that follows came from a first
year high school counselor.
1. College application tasks.

a) Interview seniors relative to college plans.‘
b) Explore college information resources with student,

IToxt Provided by ERI
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d) Process college application forms.

1, Collect student description summaries from teachers,

Edit teacher comments for application.

Complete counselor comments,

. Complete parts of applicacion form as requested on the form,

[ T LT N TR

Make program changes.

a) Student or teacher initiated interview to determine problem,

b) Analyze scheduling system, consider class size, conflicts in
schedules, etc,

c) Give student a form to take to teacher.

d) Be sure parent letter is received.

e) Student returns with results,

f£) Results posted on add/df@p sheet,

Conduct counseling interviews (Student, parent, teacher, or counselor
initiated).

Informal group counseling with cliques,
Formal group counseling to assist on learning problems.

Consult with other counselors on student problems.

Work on planning teacher in-service workshops (''visibi 11 ty'" activity).

Consult with teachers on other than program chs .ges.

Consult with parents on other tha- zollege or ﬁrggraﬁ changes.
Iﬁspect recérds.

Interpret records to students, including test scores,

Help in test administfatign.

Participate in meetings with other counselors.

Serve on high school legislativarcammittae.

This counselor estimated that 357 of his time was devoted to the

_tasks connected with processing college a?plicatiansg 25% went to program

changes, 257 to cauﬁSEliﬁg activities, and the remaining 15% to the rest
O : =
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of the activities listed.

[i3:

tion to raise questions about héw these activities relate to the
accomplishment of the Studaz; Development Coals and to identify unwritten
goals that‘are*impliéd by the functions carried out.

Another issue that develops from this kind of analysis is that of
the sheer éfficiency with which certain complex tasks are performed. This
becomes §articulariy crucial when the}tasks are more "administrative'
or "building" érientéd than when they are student oriented, College
planning and program planning are largely administrative tasks. (We
can put aside for the moment that part of college planning that involves
counseling for decision making.) To the extent that such tasks a%e
necesgsary and important, the issue for a pupil services staff becomes
one éf whether they are the best personnel to perform the task and/or
how might the task be performed more efficiently with correspondingly
less time spent by the pupil services staff on those tasks,

The issue of which personnel should be inv@ivad:is essentially an

administrative decision that should take into account iﬁfcrmatian from

stating operations and the functicnal/task analysis. Such information
could lead decision makers to shift certain responsibilitiss to other
 personnel, .

The issue of how to make an operation more efficient is largely




'a problem of systems analysis, 1In the list of tasks above there is
a cursory analysis of the operations performed in making program

changes for students. We conducted an in-depth interview with a
veteran counselor to get an accurate picture of the operations the
counselor and others perform in both planning student programs and

making program changes for students later on, These operations con-
sume a lot of the counselor's time in many high schgalé and an analy-
+ 81s of the operatic:s can sometimes reveal inefficiencies or at least
suggest ways in which the operations can be conducted with réduaéd
cauﬁseiaf involvement.

So the process can be followed we w111 present the interview
data and.then the flow chart that was developed from this data. In
gathering the data, the interviewer makes sure that he understands
each step of the process and the sequence in which the steps take

place, asking for clarification when it is not clear. The interview

data is summarized below in the form of a series of brief deseriptive

w
I“I’
rr
M\

Counselor meet with large graups of students by grade and alphabet

stribution is made of program of StudlES program selection sheet,
four r year planning sheets.

Counselor explains each of these sheets and student fills Dut program
selection sheet at this meeting.

tudent gatg teacher 51gnatures for sequentlal courses and OF course
1eval ﬂhanges,



During this time students may also initiate counselor interviews for
general information, how to "beat the system", college counseling, or
career counseling. '

Students get paren nt's signature on sclection shect.

erks check on cradit require=

et

Sheets returned to counseling office whers ¢
ments, class hours, and signatures,

Counselors double check on credits, class hours, and graduation require=
ments,

Sheets that have no omissions or errors are ready for the computer.
Sheets with errors or omissions or where a student has never turned in
a sheet require an interview with the counselor and/or a phone call to

teacher and/or parent for approval, information, or whatever.

After all program sheets are completed they go to the computer. to build
the master schedule,

When computer identifies schedule conflicts the student is contacted for

an interview, the program is reviewed, problem dlscusgeﬂ and program

adjusted to fit schedule,

Process is recycled to computer until all conflicts are eliminated.
Flowcharting these operations enabies one to see the interrelation-

ships of the entire process, the sequencing of events, and the flow of

iH*

information or where information blow is blocked. This is an analytical

?racess.that breaks the operations down into their separate parts and

system being analyzed. The results of this partiaular analysis is pre-
sented in the flowchart on the next two pages (Figure i1).
The flowchart enables a number of aspects in this system to be

viewed more clearly, First of all, of the 12 major subsystems in this
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program planning system it would appear that only one requires substantial
involvement from the counselors. That would be subsystem 4,0 in which
students initiate requests for cauﬁseiing that stem from a decision that
help is needed (3.4.2). Yet in actual fact the. counselors have a major
iﬁ%DlvemEﬁt in 2.0, 4.0, 6.0, 7.0, and 12.0, the latter actually getting
into another time consuming operation of making program changes,

The system itself does not seem to require many operational changes.
HGW&VEI? it saemé clearly possible to do.some things that would reduce
coungelor time and increase efficiency. Here are the possibilities.

1. Commit the entire process to a self-instructional guide book for
students that places the locus of responsibility on them to carry

through the planning,

2, Incfease teacher involvement for that part of the system that deals
with curricular information, course content, sequencing, etc,

3. Use trained para-professional help to make inspection checks for
accuracy and signatures, to contact 3tudents for needed adjustments,
and to act as intermediary with the, computer system for the resolution
of schedule EDﬁfliEES;

4. Use caunselafs as consultants for the resolution of special problems
and to pravide counseling to students on request for decision making
relative to their programs and college and career choices.

The flowchart, along with other related information, is information

for decision making that should improve the effectiveness of the pupil

services program in relation to the goals established for the program,
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Also in the Appendix are the flowcharts that were constructed to -
locate the "domain of concern" in relation to other relevant domains
in the school system, The chart of the Badford School Systém locates
the Student Development System in relation to other subsystems of the
school system. The chart of the Student Development System shows how
the various major subsystems of this pupil services system interrelate
on a very general scale. You will note on this flowchart that the
signal paths do not make the interrelationships very clear. Much more
analysis would be required to sort éut these complex interactions.

Among the "Functions/Tasks" subsystem in the SruﬁEﬂt Develﬂpment

’System you w111 note a subsystem on Prcgran Planning." Our two page

flowchart provides a detailed analysis of this one small subsystem of
the total Student Development System which, in turn, is but a subsystem

of the total Bedford School System, and so on,

Our purpose in this sectian,=ss it has been throughout this report,
is to provide potential planners with enough detailed information to
see how the systems a§prgach actually works. Much of the information
presented in this SEctiﬂﬁ may be inhéfently uninteresting to read but
it is the stuff of reality with Wh;ch any piannlng must deal Taken
together the different kinds of information géﬁéfatéd by thes= various

approaches to functional/task analysis should give you a ya-'iaw Litiilete
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picture of the kind of contextual evaluation information that will im=-
prove decision making. By dealing thoroughly and comprehensively with

the question of where your program is presently at, you will have a

I

much clearer idea as to where you need to go in order to arrive at the

[a]

end results you are seeking.

METHODS/MEANS ANALYSTS
The procedures followed for this part af our project are simple
to describe. We began by providing the counseling staff with a set
of the "Methcdsiﬁeans Worksheets' and a .copy of Wellman's ta axonomy

of guidanc® objectives. At the same time we provided them with in-

structions for assigning priority ratings on the four point scale to

each objective.

With this information they were to work in grade level groups
(eiementafy, junior high, senior high) to select high priority ob~
jectives from each of the three domains. For each ébjeétivé ﬁhéy were
to Epgéify a target population, Dperatlaﬁailzed criteria for the ob-

jective, one or more possible strategids for implementing the objec ve,

and one or more passible assessment procedures that could be used with
the-criteria t a al ate attainment of thg abjéétiﬁé;, Théyfweré free

to revise or rewrite the objectives in any.way'théyﬂwénted'gr to write
new QEjéEti?gs not Dﬂrthé taxonomy, This Wark_Wag—uﬁéertaEEﬁ in thé'i‘

‘midst of many other end of year demands on the Qoggsaiér's time and

essentially completed in 3-4 weeks, The P:Qjéét-SAEEﬁstaff acted as

consultants,
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In addition to the work of the counselors, Irene Pogue of éhe
SAGE staff worked on a sample career development program for grades
K=6, utilizing vocational domain vbjectives and writing more detailed
SPEEiEicatiQ£5 for two of those objectives., She also created a flow-

chart of the program objectives. This project, along with saﬁples of

the counselors' work is reproduced below.
ep

Elementary_Leggl
* OBJECTIVE: For the student to take responsibility for completing
gchool tasks to the best of his ability (Educational domain)

TARGET POPULATION: All students, K-6 ' |
OPERATIONALIZED CRITERIA:

Completing and handing in assignments on time
Meeting academic demands of the classroom

Increasing ability to organize work tasks effectively
Asking questions appropriate to the discussion

Being responsible for use and care of school property
Taking responsibility for school notices going home
Bringing lunch money

- SELECTED STRATEGIES:

Student /counse lor group discussion on academic requirements

Parent conference and parent/teacher conferences on academic
requirements -and ability to perform

Encouraging supportive attitude on the part of adult agent
involved ' : - '

ASSESSMENT PROCEDURES: o

- Observati-an of behaviors with help of observation rating ;ﬁéfc$

—ji!--!—_rxﬁgi!E=—,n7ﬁ—g!ﬂ-igig-!!!!-ﬁ;ig-

OBJECTIVE: For the student to become aware of the expected and accept-
able patterns of behavior in the school getting (Education-
al domain) '
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TARGET POPULATION: All students, K-6
OPERATIONALIZED CRITERIA:

Knowledge of classroom and school rules
Participation in the development of school regulations

SELECTED STRATEGIES:

Student/counselor group discussions on school rules

Parent meetings (by neighborhood) to clarify school requirements

On~going teacher/counselor consultation regarding children not
meeting behavior standards

Weekly counselor/principal meetings

Duso puppetry on school functioning

Monthly teacher/principal/counselor grade level meetings to
discuss behavior by grade

Referral meetings for specialist intervention in cases where
behavior does not seem to be improvable uncer ordinary conditions

ASSESSMENT PROCEDURES:

Written progress reports

Count of student infractions for being put out of class, or
requiring notification of parents, or requiring teacher inter-
vention

M T ® W W m W M Y W W R E M M M W s m M O me m W o = e e o m e m e e

OBJECTIVE: For parents to formulate educational expectations for their
child that are consistent w1th his ability and interests
(Educational Domain)
TARGET POPULATION: Parents K=6
OPERATIONALIZED CRITERIA:
Realistic knowledge of childs ability
SELECTED STRATEGIES:
Standardized Tests
- On-going progress reports - Teacher evaluations - Individual

testing where discrepancies between progress and expectations
exist (e.g. WISC, HFD, Bender Gestalt)
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Congerences with Parents (short or long term)

Special program for parents of underachievers (Gilmore)

Parent groups .

Refeyrals to outSide agencies

Schggl library, Room mother, asides

Encoyraging supportive attitudes on the part of adult agents
through counselors and principal's coffee parties, counselor

~ 8rouPs, in-servVice training for teachers.

Diagnosing and récommendations for special education, e,g. educably
Tetarded, language development, perceptually handicapped, emotione
ally disturbed, which involve completion of forms required by
the State '

A9SESSMENT PROGCEDURES:

Fewgy Ccomplaints
More willingness to assume parental responsibility when called upon
by school

0pJECTIVE, For the student to become aware of his perscnal nharacteris-
tics that are related to social acceptance and barmonious
interpersonal relationships (Social domain)

TARGET PopylATION: All students k-6
oPERATIONALIZED CRITERIA:

Knoyjedge of his Personal characteristics that are related to
S0Cia] acceptanceé and harmonious personal relationships

SpLECTED gTRATEGIES:

Claggroom discussion and sharing

Smaly group discussion and interaction

Indjyjdual counseling ,
Developmental classroom program (e.g. Duso Puppet Program)
Filmg shoyn by counselor with discussion groups

ASSESSMENT PROGEDURES:

Soejggram v
Playgroung observations - child who verbalizes lack of friends and
tgn understand Why :
RePorts from parent and teachers of positive change in sibling
Q Tialatlonships

EMC ~'-_-§’-..--‘----—--.- ----- ™ e m o o om w W B @ w =
JAFuiext provided by ERIC
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Following are the career development objectives with some specifi~

cations that were worked out by Irene Pogue for the elementary level.

Goals and Objectives for Career Development, Grades K-~6
1.0 Student develops a positive self-concept

1.1 Student is able to state his achievements and capabilities
1.2 When asked questions about himself, the student responds in
a positive way
3 The student volunteers to show or display his school a331gnments
.4 The student has more positive than negative experiences when
interacting with his peers
1.5 When the child is asked to distinguish between the way signi-
ficant others feel about him as a parson and the way they
feel about what he does, the child indicates self-esteem
by stating that the significant other loves him uncondition-
ally in spite of acts which are disapproved

1.
1

2.0 " Student developes a positive attitude toward work

2.1 Student can distinguish between work and play

2,2 Student practices effective work habits

2.3 Student has a high regard for competence and excellence in all
types of work

2.4 Student is aware of the concept of work in our societ

3.0 Student be:.swet gmare Nf tie woerld 0T wotk

3.1 Student cim fdentify and st:s«e functisms of ‘he rnighly ~dsiblz
occupat.ct® in his immedi.ate enviromment, ‘zwme, school,
community, and as the child is older, on a national and
international basis '

3.2 Student is aware of the interdependerce of occupations

3.3 Student is aware that all workers contribute to the welfare of
our society ‘

3.4 Student becomes aware of the relationship between school and
future occupational endeavours '

3.5 Student knows the extent of education and preparation required
for entry to different occupations

3.6 Student knows the difference in wotrking conditions among and
within occupational families

3.7 Student becomes aware of social roles expec.ed at different .
occupational levels
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3.8 Student knows the important factors affecting job gsuccess

3.9 Student is aware of extrinsic and intrinsic rewards of differ-
ent occupations

3.10 Student is aware of the impact of social and technological
change

4.0 Student develops self-understanding in relation to' future realistic
career decision-making

4,1  Student can assess current strensths and limitations in
~physical skills, laisure time activities, home and school
. responsibilities and interpersonal relationships
4.2  Student can evaluate his aptitudes and abilities for broad
occupational areas
4.3  Student can discriminate among current likes and dislikes in
home chores, leisure time, and school activity '
4.4  Student develops varied and wide interests
4.5 Student examines occupation in terms of his current life con-
text considering such factors as family background and per-
sonal ambitions

o M e Em S e AR M a M R m U S e P WP SN G WA T S E E TR M B W G e e e me e m

OBJECTIVE: Student can identify and state functions of the highly
visible occupations in his immediate environment, that is,
home, school, community (3.1)

TARGET POPULATION: Grade 2
OPERATIONALIZED CRITERIA:

The student will state fifteen occupations that he has become
familiar with at the end of the mini-course on the World of Work

The child is able to state correctly his father's and mother's
occupation, and describe verbally what they do, and how they
serve the community

Given a number of occupations and tools used in these occupations,
the child can match the tool with the holder of the occupation
witk 80 percent accuracy

Given a symbol belonging to-certain occupational groups, the child
can match the symbol to the group with 80 percent accuracy

Given common occupations, the child can name two or more ways in
which each helps us

SELECTED STRATEGIES:

Mini-course in the World of Work given by the Guidance Counselor
Q . Field trip, and an in-school experience for students to explore
fﬁ{ﬂ: ~ occupations, i.e., food service
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Role playing occupations using articles or clothing used by
various jobs as props for imaginary play

Use of parents, brothers, sisters, dressed in uniform where
applicable, as guest speakers to talk informally about their
occupations :

- an e o e e ok em  wm  Em e s M e em e W s S o = s e e o W S @ W -

OBJECTIVE: Student can identify and state functions of the highly
visible occupations in his immediate environment, home,
school, and community, and as the child is older, on a
national and intermational basis (3.1)

TARGET POPULATION: Grade 6
OPERATIONALIZED CRITERIA:

At the end of a mini-course on Exploring the World of Work the
the student will e a2ble to name correctly fiws job families
with which he is familiar

Given a job family, the student will be able to =tate correctly
three reasons why the occupations are considered a family

Given vocational definitions, the child can choose the word or
phrase from those given that best fit the definition with 80
percent accuracy

After completing a notebook on an occupaticnm selected by the
child, he will be able to complete & test asking questions
about .themorking conditions and prepar=tion for entry into
that occupation with 80 percemt accuracw

After a field trip o a hospital, each student will be able to
formulate a job family in the health services occupations
with a minimum of ten occupations

During the unit on Building Trades, the student will interview
a person employed in these trades, and then will write a report
that will answer ten questions about the occupation

Given a rating scale exploring student attitudes regarding various

 occupation before and after the min-course on Exploring the
World of Work, 80 percent of the gtudent's scores will increase
indicating more openness in that direction

SELECTED STRATEGIES:

Mini-course on exploring the world of work focusing on job families
given by either the Guidance Counselor of Classroom teacherx
Reference: A Cuide for Developmental Vocational Guidance Grades
K-12, The Oklahoma State Department of Education, 1968
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The flowchart for this career development program may be found
in the Appendix,

Junior High Level

OBJECTIVE: For the student to actively seek to discover new educational
opportunities that are open to him. (Educational domain)

TARGET POPULALTON: All students, 7-8
OPERAT IONALIZsD CRITERIA:

Student will search for new educsztional opportunities to supplement
these he receives in regular scheduled classrocsw involvement

SELECTED STRATEGIES:

Estabilishment of a career development center (with supportive
" equipment and materials) withiz ‘the LRC

ASSESSMENT PROCEDURES:

Particomation in leernimg situations outside of :iassswmmm
Participation in LRC activities ,

Utilization of career develepment aids (LRC)

Teacher observations

--a-_--—----‘-------—-------------—---

OBJECTIVE: For the student to become competent in skills that are
needed for effective functioning in his social groups,
i.e., family, peers, etc. (Social domain) ’
TARGET POPULATION: All students, 7-8
OPERATIONALIZED CRITERIA:
Demonétrated mastery of skills needed for effective functioning-
in social groups = skills such as cooperation, compromise, and
active participation in the interest of the group

SELECTED STRATEGIES:

Group discussions structured around:
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a. Reading from 'Coping with" book series (in guidance library)

b, Film strips

t. Student chosen topics

Role playing of various social institutions

Listening to records, doing workbooks, etc., as part of program
provided by '"Social Sciences Laboratory Kit" (on Order)

Counselor presentation of the results of the TED test to the
individual student and attempts to ellicit from the student
alternate ways of solving the developmental tasks depicted in
the TED test, (TED test objectively assesses child's ability
to effectively deal with tasks of socialization, aggression,
trust, etc.) '

ASSESSMENT PROCEDURES:

Teacher evaluation
Socilograms

TED Test

CT?

OBJECTIVE: TFor the student to develop self-confidence as an autonomous,
self-actualizing individual (Social domain)

TARGET POPULATION: All students, .7-8
OPERATIONALIZED CRITERIA:

Expressed positive féelings towards self. Demonstrated capabilities
of functioning alone in a creative, fulfilling manner

SEILECTED STRATEGIES:

Success experiences in social and academic areas
Positive reinforcement for independent, responsible behavior
Group approaches to social and academic learning -

ASSESSMENT PROCEDURES:

Observation
Interview
CTP

TED
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-OBJECTIVE: For the student to become aware of vocational interests,

requirements, and training facilities (Vocational domain)
TARGET POPULATION: A1l students, 7-8
OPERATIONALIZED CRITERIA:

The student will have a knowldege of job requirements, opportunities
and placement facilities available for him.

SELECTED STRATEGIES:

General material on vocations (Job Ahead Series)

Visits to selected and varied industrial complexes

Talks and 3job descriptions by members of local industries and
probable employers

Information from Federal Employment Office and Depsrtmen:. of
Rehabd li+atio

Utilization of LRC Career Development facilities

ASSESSMENT PROCEDURES:

Check list of job interests

Kuder Vocational Interest Test

Evaluations by IA teachers, Home Ec,, Art, and Music departments
Personal and character observations by regular teachers and specialists

-——————_---—-————-—...-----—————-.......—._--

OBJECTIVE: For the student to become aware of his edﬁcational and
voecational interests (Vocational.domain)

TARGET POPULATION: All students, 7-8
OPERATIONALIZED CRITERIA:

Ability to verbaliée educational and vocational interests
SELECTED STRATEGIES:

SRA -~ Job Ahead Series - lessons
Guidance Library - Browsing time
- Classroom exercise in reading about, research, writing about careers

ASSESSMENT PROCEDURES:

Student inventory :

Successful completion of a report on a chosen career (in social
studies or language arts

Kuder Occupational Interest Inventory
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OBJECTIVE: TFor the student to become aware of the requ1rements for
graduation (Educational Domain)

TARGET POPULATION: All students, K-12
OPERATIONALIZED CRITERIA:

Student is involved in selecting his courses each year and is given
a program of studies indicating requirements for graduation

SELECTED STRATEGIES:

Program of studies is published which outlines the specific
requirements for graduation

 ASSESSMENT PROCEDURES:

Students are meeting requirements for graduation

OBJECTIVE: TFor the student to seek actively to discover new educational
and life opportunities that are open to him (Educational domain)

TARGET POPULATION: All students, 9-12.

OPERATIONALIZED CRITERIA:

Uses library to seek information. Utilizes career files, college
catalogs, and other resource materials in counseling suite
Responds to such orrerings as career conferences, meetings with
college representatives, summer school enrichment courses.
Participates in extra-curricular activities

SELECTED STRATEGIES:

Publicize and make available resources which will stimulate students
to seek new educational and 1ife opportunities

ASSESSMENT PROCEDURES:

Observation by librurian, teacher, and counselor
Student's degree or involvement is generally manlfested in student/
counselor session,
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OBJECTIVE: For the student to feel that he can contribute to and gain Ffrom
his educational program (Educational domain)

TARGET POPULATION: All students, 9-12
OPERATIONALIZED CRITERIA:

Shares relevant experiences wiith classmates. EBrings pertinent
material to class to supplement text and to stimulate the interest
of others. Chooses courses which seem appropriate to his interests
and goals with increasing confidence and does not rely extensively
on parental, teacher, peer or counselor assistance.

SELECTED STRATEGIES:

Student involvement encouraged

Student contribution encouraged in classrooms, in curriculum
development and in policy making by inclusion of students in
the policy making structure of the school

ASSESSMENT PROCEDURES:

‘Teacher observation in class
Counselor cbservation in program planning and student/parent conferences
Student encouraged to assess orally or in writing the extent of his

own involvement, contributions and gain. )

OBJECTTVE: For the student to become aware of the concept of work in our
socizty, the occupational structure, ané significant trends
(Vocational domain) '

TARGET POPULATION: All students, 9-12
OPERATIONALIZED CRITERIA:

Student will name his tentative career choice and describe verbally
the life style this occupation and be able to state the occupational
trends of that partlcular occupatlon as forecast by the Occupational
Outlook Handbook

Reference boods and career information are used by the student in
career planning. Career conferences and career day are availzble and
attended by students.

SELECTED STRATEGIES:

Group vocational counseling, career education and placement services
are available for all students.

ASSESSMENT PROCEDURES:

. Students are seen in g¢roups and given Kuder Interest Inventories.
]ERJK? . Placement services in the counseling department are effectlvely used
P ' by students for part-time and full-time jobs.
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'OBJECTIVE: For the student to become awidre of the preparation requirements
and needed skills at different occupational levels. (Vocational
domain)

PARGET POPULATION: All students, 9-12
OPERATIONALIZED CRITERIA:

Students use career reference materials including the Dictionary
of Occupational Titles, Occupational Outlook Handbook, and
Quarterly Occupational Outlook

Students enroll in college preparatory, business, home economics,
industrial arts, art, music programs

SELECTED STRATEGIES:

Provide programs and career education to teach occupational information
and skills.

ASSESSMENT PROCEDURES:

Students are given tests and questionmaires regarding requirements
and skills for various occupational levels.
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OBJECTIVE: For the student to make tentative choices of occupational
areas (Vocational domain)

TARGET POPULATION: All students, 11-12
OPERATIONALIZED CRITERIA:

Student becomes active participant in Work Education program

Student selects job related to course selections, his expressed
interests, and potentialities indicated on various tests

Student apprentices himself to person working in a certain career
area ranging from a typesetter, to foundryman, to teacher, to
artist, to stock broker. .

SELECTED STRATEGIES:
Enlarge work-education program by coordinating with local businesses
and industries : '
Get list of company volunteers to act as supervisors for apprentices

ASSESSMENT PROCEDURES:

Student does all above.
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OBJECTIVE: For the student to become aware of his personal characteristics
that are related to social acceptance and harmonious inter=-
personal relationships (Social domain)

TARGET POPULATION: All students, 9-12
OPERATIONALIZED CRITERTIA:

Group and perscnal verbalization by the student of his own characteristics
and qualities of his interpersoral relationsnhips

Group and personal discussion of general qualities deemed socially
acceptable and unacceptable by student's own group and society in
general

SELECTED STRATEGIES:
Personal and group counseling
ASSESSMENT PROCEDURES:

Give and evaluate Califecrnia Test of Personality
Observation of students in class and school activities by counselors
and teachers

- e wm e M e e e e e e e e e e e e e = e = m B e = = A e = e s e = -

OBJECTIVE: For the student to become aware of the skills needed for
effective functioning in his social group such as c00perat10n
compromise, and respect for others (Social domain)

TARGET POPULATION: All students, 9-12°

OPERATIONALIZED CRITERIA:

In group situations, student does not dominate discussion but

~ listens to others as well as self

He does not denigrate expressed ideas of others but shows reepect
for them even though he may disagree

He does not refuse to participate in group situations because others
do not share his views

He appears interested in the group task at hand and can sublimate
self-interest through involvement

SELECTED STRATEGIES:

Introduction of student to fundamentals of group behavior by
counselor in group sessions and by teacher in classroom
Practice in group 1nteract10n with stodent assessing his own

performance
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OBJECTIVE: For student to evalc Lo ‘S for‘spcial affiliation
and to choose social .t _ tulfill his needs (Social
domain)

TARGET POPULATICN: All students, 9-12
OPERATIONALIZED CRITERIA:
Student enters free and open discussions with significant others
in various settings such as classroom, home, youth groups, activity
groups :
Student joins one or more groups

SELECTED STRATEGIES:

Group counseling with all significant others
Personal counseling

ASSESSMENT PROCEDURES: .

Observation, verbal and written reports by significant others
Continued participation in onec Or more Zroups

- e Em w e wm e e e = e m = W W m e = & == - e 8 em = - - e o e e = = = e

The above examples of the work of the Bedford counseling staff are only
part of the total number of such worksheets that were developed. It should
be obvioué to any reader that at one and the same time the work is unusually
well done and replete with inadequacies. One would have no difficulty cri-
ticizing many of the operationalized criteria as not being behaviorally clear,
or the selected strategies aften not seeming feasible or clearly enough re-
lated to the attainment of the objective, or the assessment procedures being
unclear or only dimly related to the criteria to be assessed,

Yet these are the inadequacies born of any effort to work systemati-
cally at a complex task. Keeping in mind the limited time that these coun=-
selors worked at this assignment, any staff could take heart from the quali-

ty of work that they produced.



LEARNING RESOURCE CENTER: A SELECTED STRATEGY

Project SAGE left a légacy to the Bedford system in the form of
established goals for the overall program and, in particular,,for the
Diﬁision of Student Development. It remained for the staff.and ad-
ministration of the system to propose.program development thaﬁ would
set the course for the school in directions suggested by these goals.
We will examine here, in some detsil, a major student development pro-
posal that is now in its pilot'stage, namely, the Learning Resource
Center (LRC). |
| The center was designed to accqmplish a number of the inter-rela-
ted goals of the student development program as established by Project
SAGE, This strauiegy is being tested out, on a pilot basis, during the
ecademic year 1972-73 and will be evaluated for possible expansion and
full implementation K~12 in subsequent years.

General Description

The facilities being utilized for the pilot program consist of a
six rooﬁ counseling suite at the Junior High School (one of which has
been refitted as an intern~training observation room); the reading de-
velopment room; a small gymnasium room off the ma;n gym, and an empty
classroom. These facilities are in the same immediate area and will be
supplemented, as finances permit, by the addition of a largé area at the
lower level of the Junior High School that wili be properly equippéd for
the purpose. In addition, a portion of the library adjoining the pre-
sent counseling area will be screened off and refitted with the proper
software and hardware to function as a iearning resource library.

The eventual purpose of the LRC is to maximize the potential of
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the system to meet the SAGE goals, particularly as they relate to learn-

_ ing disabled (LD) students.
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Initially the LRC will direct its resources to the learning dis-
abled student population, those formerly labelled emotionally disturbed,
retarded, SLD, and similar categories._ The ensuing years of operation
would see its effect spre g throughout the system, enhancing the abil-

ity of a1l learners w.i nin learning system to cope with role demands.

Operational Pescription

The pilot program will schedule LD students into regular classrooms
wherever physical and/or psychological liﬁitations allow. Contrary to
similar efforts inithe past, however, the LRC will supplement these place-
ment activities with consulting staff and supportive faculty and student
interns. Present Juniorrﬂigh School Student Development staff are being
assigned to the following LRC activities: |

1. Direct consultation with classroom reachers resulting in indivi-
dualized curriculum being developed, within the subject format, to meet the
needs of LD students assigned to those classes.

2. Direct consultation with administration resulting in_program pro-
posals that Qill further the development of efféctive programming for the
LD student.

3. Classroom participatioh, as lecturers, to acqpaint student body
with range of individual differences, learning development techniques, de-
velopment of coping skills, etc.

4. InQolvemént as working committee to review, evaluate and extend
the LRC progr;m.

Junior High teaching staff are partiéipating, for increment credit,
.in the LRC intern training program and will be assigned to individual or
small groups of LD students as tutorial/supportive staff during their 12-

week internship period. This assignment will be a two-hour per week basis
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4. A prcrosed music development program is in the planning stage.

The LRC ..rogram is conceived of as a '"school within a school” in‘
which the faculty andiadministrative staff parti~ipating act as catalytic
agents within the larger learning systém to bring about innovation and
change. The task of the participating faculty is to interpret the de-
mands of the learning system as individualistically as possiblef The
program will carry an important focus on both social and éarger devel-
opment,

The LRC staff of the "school within a school" will act as supportive
and resource personnel available to the scudent whenevér he finds himself
having difficulty in meeting the demands of the system. ﬁhile.the initial
efforts are directed at the 1éarning di;abled student, the LRC concept is
applicable to the total student body and will be extended in that direc-
tion as soon as feasible. In addition, the faculty are also considered
active learners along with fhe students,'thus enhancing the involvement

in the total learn ng process.

Examples of (Gnals and Objectives for the Life Skills Program

One phase of the LRC program alluded to above ié'the Life Skills Pro-
gram which emphasizes physical activities and group discussion as the ma~
jor means for implementing the goals of this particular program. We feel
that th' goals and objectives of this program are especially well defined
and particularly relevaﬁt to several of the major Student Development Pro-

o"vam goals cited earlier.
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Life Skills Program Goals and Objectives

l. To increase the child's capacity for self-challenge by providing oppor-
tunities for testing limits and for moving beyond previous expectations.

The child will recognize and accept his or her physical capacities.
The child will have realistic expectations of his or her physical
abilities. :

The child will set and meet physical self-challenges.

The child will accept failure constructively - graciously.

The child will accept success constructively - graciously.

The child will function well within a8 competitive situation.

The child will recognize true self-worth not based on physical,
emotional or intellectual capacities.

—
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2. To enhance the child's awareness and use of the physical resources of the
organism by offering activities and exercises for body awareness, balance,
control, and coordination.

The child will have increased body-control.

The child will have a good sense of balance.

The child will have a good sense of rhythm.

The child will have increased sensory awareness.
The child will have increased coordination.

NNIVNDN
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3. To broaden the child's behavioral repertoire by proﬁiding a supportive
laboratory for observing and experimentlng with old and alternative forms
of social interaction.

3.1 The child will be able to clarify ‘the thoughts and feelings that
arise in program activities.

3.2 The child will be able to provide and to receive feedback to and
from other children in program discussion groups.

3.3 The child will be able to deal with emotions such as fear, anger,
hurt, and frustration in a constructive manner.

3.4 The child will be able to express feelings of concern, care and

warmth to others in program discussion groups.

5 The child will help others to set and to meet physical challenges.

-6 The child will be able to cooperate with others to achieve shared

goals in program activities.

3.7 The child will trust his peers in program activities and discussic¢n
groups. .

4. To foster the child's sense of mastery and skill development by offering
: instruction in enjoyable activities.

4.1 The child will acquire skills in physical activities suitable for

. individual play.

4.2 The child will acquire skills in physical activities suitable for
couple's play.

4.3 The child will acquire skills in physical activities suitable for
team play.

4.4 The child will master skills appropriate to his physical capac1ty

o ' and needs.




CONCLUDING COMMENTS

The purpo;e of this manual was to provide a systeﬁatic set of pro-
cedures fof planning, developing, and evaluatiﬁg a guidance or pupil per-
sonnel services program in a school éystem, and to show how some of *hose
procedures were designed and tested out in a school setting. The inten-
tion was to make the written explanations sufficiently explicit so that
readers would know enough to be able to try out the procedures and modi-
fy them to meet their own needs and situation,

For any of these intentions to be realized guidance and pupil per- '

 sonnel staffs must be committed to @ program ghat will be accountable in

some sense of the word to a set of agreéd upon goﬁlé. And a major part
of that commitment must be in.the forﬁ of time and resources alloéated to
the planning and evaluation activities. This means administrative sup-
port and community support. We hope that if that kind of support is forth-
coming this manua1.Wi11 go a long way toward providing you wifh the tech-
nical know-how to implemént a gystems approach to planning, development,

and evaluation in the complex field of human services.

ERIC
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APPENDIX A

GUIDANCE MODE-FUNCTION SURVEY

The relatively brief and simple survey that follows was developed
from a model of guidance functions described by Merville Shaw.* The re-
sults of the survey will enable us tv get a clearer picture of the gen-
eral functional direction of the counseling services at each level of
the system. The survey will also reveal whether or not there are any
significant differences between the way the counseling services operate
at different levels and in the viewpoint of different counselors. And,
finally, the survey will reveal whether or not there are any conflicts
between an espoused theoretical general mode and the. functions that are
actually performed,

The survey carries no connotations as to the "goodness" or "bad-
ness" of any function or direction, This is simply a convenient way to
determine fairly systematically where we "are at" so that the further

~ discussion can be conducted about what we are doing.

You need not sign your name to the survey, but should indicate on
the survey whether you are an elementary, junior high school, or senior
high school counselor or some other pupil personnel worker.

ERIC

Full Tt Provided by ERIC.
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Definitions »f Functions

Individua.. Counseling: Counseling on a one to one basis with any individual,

including students, teachers, or parents with the intent of either remedying
existing problems or preventing problems from occurring. DO NOT INCLUDE such
activities as programming of students and job, class, or college placement,
unless actual career counseling is involved.

Groun Counseling: Any form of group or muliipié counseling with any groups

o
of individuals - teachers, parenls, Scucents - for the purpose of remedying
existing problems or prevencing problems from occurring. DO NOT INCLUDE
GROUP MEETINGS for the purpose of giving informacion - test, career, or edu-
cational.

Consultation: Cen take place with a wide variety of clients. Entails less

personal involvement and investment than counseling and has as its primary
aim influencing the behavior of a third party. Consultant role is more like-
ly to be didactic and advisory.

Testing and Appraisal: The function here is diagnosis, individual, group,

class or school system. It refers to your use of test information, not time
spent administering and recording test scores.

Curriculum Development: Any activity related to the curriculum that stems
from the counselor's knowledge of child development, academic achievement,
human ability, effects of environment on academic performance, principles
of learning, and classroom testing.

Provision of Information; Any activity for the primary purpose of giving
information on jobs, careers, colleges, training, etc. Included here would
be time spent organizing and updating the information services and materials.

In-Service Training: Participation in providing in-service training to
teachers and/or administrators in such things as testing, Principles of
learning, etc.

Articulation: Participation in activities designed to smooth the transition
from one school to another. This could include counseling interviews as well
as group sessions, visits to the new school, etc.

Use of Records: Utilization of records for purposes of evaluation, diagnosis,
or other purposes in the guidance program. Not included is time Spent putting
information into records.

Referral: This activity is tc include any of the following types of referral:

with a single school unit, as from one counselor to another; within the dis-

trict but out of'a given school; and to a source outside the school district.

Fvaluation and Research: Time spent evaluating the guidance program or con-

ducting research related to evaluation or to program development. Follow-up
surveys of graduates is just one typical example of an activity under’ this
heading.
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Check one: Elem Couns., J,H.S. Couns, H.S.Cduns. Other
(Specify)

1. Below are brief descriptions- of six primary modes by which a guidance
program might function. Assume that'a primary mode of functioning would
ensompass a minimum of 75% of the time and rescurces of the guidance de-
partment. You are to rank order these six modes according to how you would
value the expenditure of 75% or more time operating in that mode. Assign
the most valued mode #1 and the least valued #6,

Rank
Order _ Description of Mode

Providing reievant services to adults in the child's school
environment.

Direct intervention with children primarily through group
procedures,

Consultation with significant adults regarding problems of
children at an early stage in the development of those problems.

Direct services, primarily individual counseling, to children
with incipient problems.

Placement of children with special problems in a special cliass
setting.

, Direct interventiom, primarily through counseling and psycho-
therapy, with children needing long term treatment.

Now place an X next to the mode that represents the primary
mode of the guidance unit you-presently function in (e. 87 elementary, jr.
h.s., sr. h.s.).

Next to the mode you marked with an X, place the percentage
of time and resources you feel is actually devoted to that mode by the gui-
dance unit you belong to. This percentage should be greater than the per-
centage you would assign to any other single mode,




Curriculum development
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Assume for purposes oi this survey that these functions listed below are
discrete or non-overlapping aund that they include all the professional
functions you perform on the job. Indicate the proportion of time ac-
tually spent on each function over the course of a year such that the
total adds up to 100%. Place these proportions on the left hand side.
On the right hand side do the same thing according to what you would
consider the most desirable allocation of time from your point of view.
(Definitions of these functions are listed on a preceding page.)
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Individual counseling

Group counseling
Consultation

Testing and appraisal

Pfovision of information
_In-Service training

Articulation

Use'of records

Referral

Evaluation and research

T
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